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ABSTRACT 
South Africa is a society of diverse cultures, and the workplace is one of the few 
places that serve as a melting pot for these varied cultures. If managed well, 
cultural diversity has numerous benefits that can help an organisation gain a 
competitive advantage. However, failure to manage it can pose challenges that 
can have serious consequences for an organisation. 
 
The purpose of this study was to analyse the leadership of cultural diversity at 
Volkswagen South Africa (VWSA) and identify leadership guidelines to both 
enhance team performance and reduce the challenges faced by the 
organisation as a result of this cultural diversity. 
 
For the purpose of this study, a culturally diverse team was defined as a team of 
diverse individuals from different cultures or societies working together to 
achieve organisational success. The research was conducted by the use  of  
questionnaire using a sample of 200 employees of the VWSA Paint Shop. The 
sample represents 42 percent of the total population of the Paint Shop.  
 
The study discusses the relationship of four leadership styles (Classical 
Leadership, Transactional Leadership, Transformational Leadership, and 
Visionary Leadership) with Cultural Diversity.  
 
Whilst strong cases were made for Transformational and Transactional 
Leadership style being the most suitable styles for leading culturally diverse 
teams, the researcher concluded that no single leadership style would be ideal 
for effectively leading culturally diverse teams at VWSA. The appropriate 
leadership style will instead be a hybrid of all leadership styles, thus being a 
leadership approach that works as a sort of “best practices” of various 
leadership styles.  
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CHAPTER ONE 
INTRODUCTION AND PROBLEM STATEMENT 
1.1 INTRODUCTION 
The cultural diversity that is spreading across the globe is rapidly making its 
way into the workplace. For example, in the 1950s more than 60% of the 
American workforce consisted of white males. However in the 10 years between 
1998 and 2008, an estimated 41% of the people entering the United States 
(US) workforce were minorities (Burns, Barton and Kerby, 2012).  
 
South Africa is no exemption from the migration phenomenon. According to 
Sibanda (2008), South Africa has the highest number of immigrants in the 
Southern African Development Community (SADC). As of 2012, 5.7% of the 
South African population was foreign born, comprising legal and illegal 
immigrants (Mablala, 2013). All of these immigrants contribute to the diversity 
observed in society and in the workplace. 
  
Added to this is South Africa’s history, which was heavily defined by 
segregationist apartheid policies. The dismantling of these policies has seen 
various and diverse cultures, races, genders, and religions coalescing in society 
and thus in the workplace. Anglican Archbishop Desmond Tutu coined the 
phrase “rainbow nation” in reference to the South African population diversity 
(Gish, 2004:1; Van Niekerk, 2011: 507). 
 
Diversity takes numerous forms e.g. race, gender, age, culture, education, 
religion, etc. For the purposes of this study the researcher will focus on only one 
which is culture. This is because cultural diversity in the work place is one of the 
main resultants of the aforementioned migration and dismantling of apartheid. 
Immigration to South Africa has resulted in numerous cultures being added to 
an already diverse South African cultural melting pot and all of these cultures 
meet in the workplace. As such, the researcher feels it is imperative to study the 
best ways to manage this cultural diversity in South African organisations. 
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Cox (1993:6) defines cultural diversity as the “presentation in one social system, 
of people with distinctly different group affiliations of cultural significance”. 
Cultural background is one of the primary sources of identity. Therefore 
understanding and respecting cultural diversity in the workplace must, out of 
necessity, be premised on the understanding that people do belong to groups 
and that, to a large extent, their identities are defined by their traditional 
cultures. 
 
In an increasingly competitive economy where talent is imperative to improving 
the profitability of an organisation, recruiting from the biggest and most diverse 
group of candidates is essential to success (Burns, Barton and Kerby, 
2012).The challenge that cultural diversity poses, thus, is enabling leaders to 
make the most of the blend of cultures in their teams in order to react to 
business opportunities more swiftly and creatively. 
 
The significance of this study to organisational research lies in identifying 
guidelines that can be adopted by leadership when leading culturally diverse 
employees. Volkswagen South Africa (VWSA), along with other organisations 
faced with South Africa’s culturally diverse workforce can utilise these 
guidelines to enhance competitiveness. Educational institutions can also obtain 
value through the awareness created by the study. 
1.2 PROBLEM STATEMENT 
To benefit from improved team performance and enhanced organisational 
competitiveness, there is no doubt that, like any other organisation, VWSA 
needs a strategic leadership model that will allow it to embrace and effectively 
lead the existing cultural diversity among employees. The model must minimise 
and near eliminate the various challenges faced by leadership and employees 
as a result of cultural diversity. 
 
As things stand, VWSA has a variety of cultures in its employment. This 
assortment of cultures can make it difficult for leadership to maximise the 
performance of teams and the company’s competitiveness. This, among other 
things, is because there still exist a certain level of tension with regards to 
cultural interactions, which result in a sort of “us versus them” culture. This 
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hinders performance and leads to even more challenges that trickle down from 
reduced team performance. 
Without an effective leadership model to efficiently manage cultural diversity, 
VWSA may see continued intergroup bias, which may result in reduced 
interpersonal liking, low trust, and high levels of conflict. These could impair 
team goals, negatively impact team performance and diminish the 
organisation’s overall competitiveness levels. This study aims to prevent this by 
determining guidelines for effectively leading culturally diverse teams at VWSA. 
It is with this in mind that the author has put together the following problem 
statement: 
  
To analyse how cultural diversity is controlled at VWSA and identify leadership 
guidelines to, both, enhance team performance and reduce the challenges 
faced by the organisation as a result of this cultural diversity. 
1.3  RESEARCH OBJECTIVES 
1.3.1 Primary objective 
The primary objective of this study is to investigate leadership guidelines that 
can be adopted to enhance organisational competitiveness through embracing 
cultural diversity. 
 
1.3.2 Secondary objective 
To achieve the primary objective, the following secondary objectives will be 
investigated: 
 
 To understand the nature and importance of cultural diversity;  
 To identify leadership styles currently used at VWSA; 
 To determine the challenges faced by leadership and employees which have 
been caused by cultural diversity; and  
 To identify the relationship between cultural diversity and leadership 
 1.4  RESEARCH QUESTIONS 
The study will attempt to answer the following research questions in the context 
of VWSA in Uitenhage: 
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 To what extent is cultural diversity valued at VWSA? 
 What leadership styles are currently adopted by leadership at VWSA? 
 What are the challenges faced by leadership and employees which have 
manifested as a result of cultural diversity? 
 Is there a relationship between leadership and cultural diversity? 
1.5  RESEARCH DESIGN OBJECTIVES 
In order to accomplish and answer the above detailed primary and secondary 
objectives, and research questions, the following research design objectives will 
be pursued: 
 Conduct a secondary literature review 
 Construct a questionnaire based on the secondary literature 
 Conduct a pilot study to test instrument for reliability and validity 
 Once pilot study has been completed , questionnaire will be improved based 
on pilot study results  
 Collect data using the questionnaire; 
 Capture the data in an Excel computer software program; 
 Analyse the data; 
 Interpret the findings and make recommendations to managers and; 
 Validate findings and make recommendations  
1.6  HYPOTHESES 
The following hypotheses were formulated and will be tested to achieve the 
research objectives: 
 
 HO1 = There is no relationship between cultural diversity and the classical                        
 leadership paradigm. 
HA1 = There is a relationship between cultural diversity and the classical          
leadership  paradigm. 
 
HO2 = There is no relationship between cultural diversity and the transactional 
 leadership paradigm. 
HA2 = There is a relationship between cultural diversity and the transactional 
leadership paradigm. 
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HO3 = There is no relationship between cultural diversity and the visionary 
 leadership paradigm. 
HA3 = There is a relationship between cultural diversity and the visionary
 leadership paradigm. 
 
HO4 = There is no relationship between cultural diversity and the 
transformational leadership paradigm; 
HA4 = There is a relationship between cultural diversity and the 
transformational leadership paradigm; 
 
The above-mentioned hypotheses are graphically depicted in Figure 1.2. 
Figure 1.1: Hypothesised model 
 
 
 
 
 
 
 
 
 
 
 
Source: Constructed by the author 
1.7  METHODOLOGY OF THE STUDY 
1.7.1 Research paradigm 
According to Leedy and Ormrond (2001:100) there are two main research 
paradigms, the phenomenological (qualitative) and positivism (quantitative) 
H01 
H04 
Visionary 
leadership 
Transactional 
leadership 
Transactional 
leadership 
Classical 
leadership 
H02 
H03 
Cultural 
diversity 
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paradigms. Polkinghorne (1989:331) describes the phenomenological paradigm 
as a research that focuses on human experiences and through existence of 
conscious awareness does it approach topics of interest to psychology. It “asks 
how meaning presents itself to experience” (Polkonghorne; 1989:45). Therefore 
phenomenological research concentrates on human familiarities in order to 
generate ideas.  
 
Cohen, Manion and Morrisson (2000:46) elaborate more  that this paradigm is 
also used to gain insight into people's attitudes, behaviours, cultures or 
lifestyles, value systems, concerns, motivations, aspirations and to inform 
business decisions, how they communicate and research. In-depth interviews 
and focus groups are amongst the many used formal approaches. Qualitative 
research includes analysis of any unstructured material, including customer 
feedback forms, media clips or reports. 
 
Al-Habil (2011:948) describes positivism as the research approach that is an 
official descriptive theory built from use of quantitative analysis and employment 
of empirical methods. According Cohen Manion and Morrison, (2007:26) to 
positivism pursues to determine how people think, act or feel a particular way. 
All the respondents need to be asked the same series of questions regardless 
of sample size. 
 
Positivism is intended to establish, confirm, or validate relationships and to 
develop generalisations that contribute to theory. Examples of positivism 
research include street surveys, telephone interviews, door to door, and product 
placements. Cohen et al, (2007:26) explain the key aspect of this paradigm is 
that the researcher separates him or herself from the research emotionally as to 
remove researcher bias. 
 
The quantitative approach is favoured for this study since a questionnaire will 
be distributed to the individuals and the researcher also wishes to remain 
separate from the research emotionally. The relationships of the different 
variables will be tested concerning views of the employees. The opinions 
collected are subjective, but the subjectivity is reduced by converting the 
responses into empirical data. The identities of the respondents will not be 
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disclosed. All relevant procedures ensuring adherence to require ethical 
standards will be followed to the latter. Gratitude will be expressed.    
1.7.2 The sample 
Southwood (2003:10) argues that practically it is not always possible to collect 
data on all observations in a population. A subset of all observations called a 
sample is usually gathered on the random variable. The sample has to be 
carefully selected so that the researcher is able to realise all characteristics of 
the total population, in the same relationship that it would be seen if a total 
population was inspected (Leedy and Ormrod, 2010). 
Simple random sampling has been identified as the most appropriate for this 
study. Simple random sampling is part of the probability group of sampling 
techniques. The researcher chose this method because of its 
representativeness and freedom from bias and classification errors. According 
to Wegner (2001), in simple random sampling each observation in the entire 
population has an equal chance of being selected. 
There are 477 employees at VWSA paint shop. Respondents will be chosen 
from various levels and functions from the production, administration and 
management functions. These will include engineers, machine operators, team 
leaders, and quality technicians. In order to secure 215 responses, the 
questionnaire will be issued to 400 respondents. The sample size of 215 results 
is 45 percent of the population. 
1.7.3 The measuring instrument 
The chosen measurement instrument will be a self-constructed questionnaire. 
The questionnaire (ANNEXURE B) will comprise of questions created by the 
author and some will be extracted from presently available questionnaires. The 
quality of the research instrument will be enhanced by keeping questions short 
and to the point. The following information will be explained to the respondents 
in the cover letter (ANNEXURE A). 
The following variables will analysed through self-constructed questions: 
 Cultural diversity at work – SECTION B 
 Classical leadership – SECTION C 
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 Visionary leadership – SECTION D 
 Transformational leadership – SECTION E 
Respondents will be kept anonymous and confidential. The instrument will be 
anchored to a 5-point Likert scale ranging from (5) strongly disagree to (1) 
strongly agree.  
1.7.4 Validity and Reliability 
Joppe (2000:1) and Golafshani (2003:599) state that validity determines 
whether the research truly measures what it was intended to measure or the 
legitimacy of the research results. Wainer and Braun (1998) describe the 
validity in quantitative research as “construct validity”. The construct is the initial 
concept, notion, question or hypothesis which identifies the data to be collected 
and the way it should be collected. A pilot study for the questionnaire will be 
given to three employment equity forum staff members to assess validity. 
Reliability refers to consistency and/or repeatability of the measurement; in 
other words, consistency can relate here to the questionnaires being clear and 
well defined in order to not confuse the respondents. Repeatability here means 
that if researchers have findings from a group they should be able to repeat the 
survey and get exactly the same results (Joppe, 2000:1; Golafshani, 2003:598; 
Nkunda, 2010). The reliability of the questionnaire for this study will be 
assessed using Cronbach’s alpha coefficient (Field, 2009). According to Arnolds 
(2012:2), Cronbach’s alpha coefficient equivalent and above 0.5 is acceptable 
for basic or exploratory research, and that will also apply to this study. 
1.8 DEFINITION OF TERMS 
1.8.1 Classical leadership 
Classical leadership refers to dominance by a pre-eminent person or an ‘elite’ 
group of people (Avery, 2004:20). The individual or group commands or 
manoeuvres others to act towards a goal, which may or not be explicitly stated. 
The other members of society or organisation typically adhere to the directions 
of the elite leader(s), do not openly question their directions, and execute orders 
largely out of fear of the consequences of not doing so, or out of respect for the 
leader(s), or both. 
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1.8.2 Transactional leadership 
Transactional leadership represents those exchanges in which both the superior 
and subordinate influence one another reciprocally so that each drives 
something of value (Kuhnert and Lewis, 1987:649). 
1.8.3 Visionary leadership 
Visionary leadership is the ability to create and articulate a realistic, credible, 
and attractive vision of the future for an organisation that grows out of and 
improves upon the present (Hess, 2012:36). 
1.8.4 Transformational leadership 
Burns (1978:20) defines transformational leadership as occurring “when one or 
more persons engage with others in such a way that leaders and followers raise 
one another to higher levels of motivation and morality”. 
1.9 DEMARCATION OF FIELD OF STUDY 
The study is confined to VWSA Paint, an automotive company based in 
Uitenhage. The study will be conducted on a sample of VWSA employees 
comprising machine operators, technicians, professional staff and management. 
These employees will be a cross-section of production, specialists, quality, 
engineering and maintenance staff. 
1.10  STRUCTURE OF STUDY 
The study will be divided into five chapters: 
CHAPTER 1: Introduction and Problem Statement 
CHAPTER 2: Literature Review  
CHAPTER 3: Research Methodology 
CHAPTER 4: Empirical Results 
CHAPTER 5: Conclusions and Recommendations 
1.11  CONCLUSION 
VWSA has a variety of cultures in its employment. Without an effective 
leadership model to efficiently manage cultural diversity, VWSA may see 
 10 
 
intergroup bias, which may result in reduced interpersonal liking, low trust, and 
high levels of conflict.  
Cultural diversity in the workplace is important for employees because it 
demonstrates itself in building a great name for the organisation. This could 
lead to increased profitability and opportunities for workers.  
This study will investigate leadership guidelines that can be adopted to enhance 
organisational competitiveness through embracing cultural diversity. 
The next chapter provides a detailed literature review of cultural diversity, the 
leadership styles adopted by management at VWSA, and the influences and 
outcomes of leadership styles.  
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CHAPTER TWO 
 
LITERATURE REVIEW 
2.1 INTRODUCTION 
The previous chapter introduced the concept of cultural diversity in the 
workplace and its effects globally and nationally. The main problem identified 
was the gap between culturally diverse employees, leadership paradigms, and 
their impact on the success of the business.  
Chapter two will elaborate on the examination of the problem statement and 
define key concepts such as cultural diversity and various leadership 
paradigms. The author will also examine the importance, benefits, and 
challenges of cultural diversity as an organisational strategy based on existing 
literature.  
2.2 EXAMINATION OF PROBLEM STATEMENT 
The partnerships that South Africa shares with the international community are 
applying pressure on the country’s businesses to implement organisational and 
cultural changes to be globally competitive. The economic transition requires 
leaders who are willing to handle changes and the resulting challenges. In the 
case of this study, this change (and challenge) is cultural diversity.  
 
One of the key differences between pre- and post-democratic South Africa is 
the cultural diversity that has engulfed many areas of society, most especially 
the workplace. Hays and Kim (2008: 36) argue that a significant gap continues 
to exist between current leadership competencies and those needed for the 21st 
century workforce to lead cultural diversity.  
 
To benefit from improved team performance and enhanced organisational 
competitiveness, there is no doubt that, like any other organisation, VWSA 
needs a strategic leadership model that will allow it to embrace and effectively 
manage the cultural diversity that exists within the organisation. The model 
must minimise and near eliminate the various challenges faced by leadership 
and employees as a result of cultural diversity. 
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Currently, the VWSA is a melting-pot of cultures. This assortment of cultures 
can make it difficult for leadership to maximise the performance of teams and 
the organisation’s competitiveness. This, among other things, is because there 
exists a certain level of tension with regards to racial interactions that result in a 
sort of “us versus them” culture. This hinders performance and leads to even 
more challenges that trickle down from reduced team performance. 
 
Without an effective leadership model to efficiently manage cultural diversity, 
VWSA may see continued intergroup bias, which may result in reduced 
interpersonal liking, low trust, and high levels of conflict. This could impair team 
goals, negatively impact team performance, and diminish the organisation’s 
overall competitiveness levels. This study aims to prevent this by determining 
guidelines for effectively leading culturally diverse teams at VWSA. It is with this 
in mind that the author has put together the following problem statement: 
  
To analyse the management of cultural diversity at VWSA and identify 
leadership strategies to, both, enhance team performance and reduce the 
challenges faced by the organisation as a result of this cultural diversity. 
2.3 CULTURAL DIVERSITY 
Cultural diversity is one of the main resultants of globalisation (Udeani, 2007:2). 
Now more than ever, through this globalisation, different cultures in the world 
are drawn together on various levels. This creates problems and challenges, 
but also opportunities. These opportunities of cultural diversity within the 
process of globalisation are more deliberate. In the global community, 
consciousness of cultural diversity has brought various opinions and reactions.  
 
The author views culture as a promoter of diversity. With that in mind, before 
examining the theme of cultural diversity in organisations, it would be beneficial 
to focus on culture and diversity independently. 
 
2.3.1 Culture 
There exist numerous definitions for culture. Hall (1976:16) states that culture is 
not inherited, and cannot survive on its own, but is shared among people. 
Culture, as defined by Hofstede and Hofstede (2005:4), “is the collective 
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programming of the mind that distinguishes the members of one group or 
category of people from others”. Such “programming” refers to the integrated 
patterns of human knowledge, beliefs and behaviours learned and transmitted 
through generations. It comprises symbols, social orders, attitudes, goals, 
practices, and values.  
 
Culture influences everything people do in their societies due to their ideas, 
values, attitudes, norms and expected patterns of behaviour (Belshek, 2006:2). 
Hofstede and Hofstede (2005) used the analogy of an onion to represent the 
different levels of culture manifestations from the outer layers to the core. 
Practices consist of the three most external layers including symbols, heroes, 
and rituals (Tapanes, Smith, and White, 2009). Symbols include language, 
words, gestures and pictures. Rituals are socially essential activities involving 
discourse or the way language is used to convey meaning. 
 
Hofstede (1981:23) further outlines that values are categorised by cultural 
upbringing. For this study culture is viewed as shared values, norms and 
principles used by a group of people to indoctrinate individuals to perform in a 
certain way, it is often characterised by their background and transmitted 
through generations.  
 
African culture is based on the concept of “Ubuntu” (Khomba and Kangaud-
Ulaya, 2013). According to Mzamo and Nkomo (2001) “Ubuntu” is a concept of 
humanity or African humanism, group solidarity, conformity, compassion, 
human dignity, and collective unity. Mbigi and Maree (1995:1) postulate it as a 
metaphor that justifies the significance of union in a group “that is so central to 
the survival of African communities, who as a result of poverty and deprivation 
have to survive through brotherly care and not individual self-reliance”. The 
principal belief of Ubuntu is that “umuntu ngumuntu ngabantu” (a person is a 
person because of other people).  
 
The ability to connect and communicate is another important characteristic of 
African culture. Biko (1996:41) explains that this is “not for the sake of arriving 
at a particular conclusion, but merely to enjoy the communication for its own 
sake”. Other additional aspects are “desire to share, a deep concern for each 
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other, community action rather than individual action, a preparedness to accept 
much slower progress in an effort to make sure that all of us are marching to the 
same tune” (Biko 1996:42). 
 
According to Guiso, Sapienza, and Zingales, (2006), culture tends to govern the 
way people think and act. Gearon (2006:145) states that “cultural background is 
one of the primary sources of identity”. Cultural background, for many, is a 
source for characterising one’s self, through manifestation and identifying group 
allies. In South Africa, there exist numerous diverse cultures. As is aptly stated 
by Gwele (2009:5) “it is impossible to separate issues of race and culture in 
conversations surrounding South Africans due to the significance of the 
country’s history”.  
 
2.3.2 Diversity  
Diversity is often defined as “the condition of being different” (Hankin, 2005: 67). 
Ely and Roberts (2008:175) explain diversity as “the degree of heterogeneity 
among team members”. However, the statement of leading differences in the 
workplace tends to be ambiguous.  Esty, Griffin, and Hirsch (1995) offer a more 
comprehensive definition of diversity: “Diversity is acknowledging, 
understanding, accepting, valuing, and celebrating differences among people 
with respect to age, class, ethnicity, gender, physical and mental ability, race, 
sexual orientation, spiritual practice, and public assistance status”. The 
commonality within these definitions is the uniqueness that is held by society 
through variability of cultures. As is highlighted by Esty, et al., (1995), the 
definition above, there are many types of diversities such as background, 
culture, race, gender, disability, personality, education and sexual orientation. 
 
2.3.3 Cultural diversity 
Cox (1993) describes cultural diversity as “the representation, in one social 
system, of people with distinctly different group affiliations of cultural 
significance”. He places emphasis on the very specific differences between 
individuals based on nationality, gender and ethnic background and does so 
from the premise that these aspects are at the core of our identity.  
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Internationally, cultural diversity is viewed as a historically progressive, different, 
and dynamic picture of competition. Anything that forms part of cultural 
diversity, which serves human purposes more effectively, survives (Homan and 
Greer, 2013). 
 
In an African context, cultural diversity is not fully defined as a construct; 
however there is evidence of cultural diversity. Udeani (2007) associates the 
connection between Africa and cultural diversity as a snake and a lengthy body. 
He further clarifies that the relationship is an inherent and intrinsic relationship. 
Collectivity of the African identity has not always been positive in dealing with 
itself and also in its history, especially in its encounters with the rest of the 
world. This is because of, amongst other things, the fact that the intrinsic African 
cultural diversity is largely an ethicized cultural diversity (Udeani, 2007). This 
means that the respective African cultures are specifically joined and integrated 
mostly within particular groups. 
 
Lixinski (2013:86) and Ndahinda (2011:176) state that African States identify 
cultural diversity as an influence for mutual enrichment of people and nations. 
According to Zeleza (2006:14), African states commit to defending minorities, 
their cultures, rights, and fundamental freedoms. South Africa is a democracy 
which has adopted the majority rule. It is through this democracy that South 
Africa embraced its cultural diversity.  
 
South Africa consists of many diverse cultures namely:  
 
 The Nguni (consisting of Zulu, Xhosa, Ndebele, and Swazi people);  
 Sotho-Tswana (who include the Southern, Northern and Western Sotho - 
these are referred to as Tswana people);  
 Tsonga and Venda people;  
 Afrikaner and English people;  
 Coloured and Indian people;  
 Those who have immigrated to South Africa from the rest of Africa (Van 
Niekerk, 2011:10); and 
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 There are also people who maintain a strong cultural identity within South 
Africa by emigrating from other parts of Africa as well as globally (Van 
Niekerk, 2011: 10).  
 
In typical South African organisations, employees are confronted with cultural 
diversity on a daily basis. The unique problems and conditions of South African 
organisations need leadership that is able to develop an inspiring vision for their 
organisation, transform their employees into an interconnected group, instil 
charisma, and establish a culture that will make employees want to identify with 
the organisation and its values (Grobler, 1996).  
 
For the purpose of this study, a culturally diverse team is defined as a team of 
diverse individuals from different cultures or societies working together to 
achieve organisational goals in a Motor Industry (Ayejide and Lyakurwa, 2005). 
2.4 IMPORTANCE OF CULTURAL DIVERSITY 
Cultural diversity promotes mutual respect among employees in organisations. 
Synergistic work environments need to become a norm, whether in different 
cultures or generations, groups, or teams in an organisation. Employees who 
recognise strengths and talents that cultural diversity brings to the workplace 
tend to respect their colleagues (Cox and Blake, 1991). 
 
Conflict unavoidably occurs in an organisational environment from time to time. 
However, employees who recognise others’ differences often identify 
similarities, particularly when there are common goals, production and quality 
(Grobler, 1996). Respect for co-workers can thus diminish the chances of 
conflict hence paving the way for an easier road to conflict resolution. The skill 
to resolve workplace conflict reduces possible liability for employee complaints 
that would otherwise intensify to formal matters, such as hearings or tribunals. 
Workplace diversity conserves the quality of employees’ associations with their 
co-workers and their leaders. 
 
Cultural diversity in the workplace is important for employees because it 
demonstrates itself in building a great name for the organisation. This could 
lead to increased profitability and opportunities for workers. Business 
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reputations tend to flourish when organisations show their obligation to cultural 
diversity through aggressive outreach and recruiting efforts (Esty, Griffin, and 
Hirsch, 1995). An organisation that is recognised for its ethics, fair employment 
practices and appreciation for culturally diverse talent is better able to attract a 
wider pool of qualified applicants (Mzamo and Nkomo, 2001).  
 
The significance of embracing cultural diversity in the workplace cannot be 
exaggerated when it comes to an organisation’s ability to reach markets in 
foreign countries. The demand for global markets generates two kinds of 
chances for employees: chances for promotion and those of employee 
development.  
2.5 BENEFITS OF CULTURAL DIVERSITY 
Through cultural diversity, organisations can add value and gain competitive 
advantages in their markets (Kandola and Fullerton, 1994; Karpin, 1995). Loden 
and Rosener (1991) and Daft (1997) argue that, when employees feel valued 
irrespective of their background, it can lead to increased commitment and 
productivity, enhanced work relationships, recruitment, and retention of the best 
employees. 
 
Organisations can also drive business growth and improve customer service by 
involving a cultural diverse workforce (Karpin, 1995). Language skills, cultural 
sensitivity, knowledge of business networks and market knowledge are key 
properties, which can enhance competitive advantage within an organisation 
(Belshek, 2006). These properties can also enhance a company’s ability to 
market goods and services to an increasingly migrant community as well as to 
the global market (Karpin 1995).  
The Avon Company in the United States of America was able to turn around its 
unprofitable inner city markets by placing African-American and Hispanic 
managers in charge of marketing to their populations (Robinson and Dechant 
1997). Just as ethnic minorities may choose to work for employers who value 
cultural diversity, they may also choose to buy from such organisations (Cox 
and Blake 1991; Kandola and Fullerton, 1994). Other benefits include loyalty 
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from customers who choose to do business only with organisations whose 
business practices are socially responsible. 
Cox and Blake (1991) concluded that organisations can expect improved 
creativity and problem solving from a culturally diverse workforce. Numerous 
other researchers have revealed that culturally diverse teams tend to be more 
innovative than homogenous teams. This, they argue, is because people with 
diverse backgrounds bring different viewpoints to problem solving (Cox and 
Blake 1991; Daft 1997; Robinson and Dechant 1997). 
Another benefit of cultural diversity in a workplace is that employees can learn 
from colleagues whose work styles vary and whose attitudes about work vary 
from their own. This is particularly true for employees within multigenerational 
work environments. For example, traditional generation workers learn new 
technologies and processes from workers who belong to the technologically 
advanced millennial generation (Mayhew and Media, 2013). 
As Dunlop and Lee (2004) highlighted, a culturally diverse team that possesses 
shared goals, objectives, and responsibilities will make it easy for 
communication, creativity, and productivity to thrive. As will be discussed in 
Section 2.3.4, the benefits of cultural diversity come almost as a package with 
the challenges associated with that diversity. What could be creativity could just 
as well be conflict. Herein lies the important construct; that of lea To provide 
insights into the setting of a problem, generating ideas and/or hypotheses for 
later quantitative research to uncover prevalent trends in thought and opinion 
leadership. The right leadership can stop diversity from turning into adversity. 
With the right leadership, comes the right cultural diversity strategy which, when 
implemented correctly, will eliminate the challenges and make way for the 
benefits. Leadership and the various leadership styles will be discussed in detail 
in Section 2.5. 
2.6 CHALLENGES RESULTING FROM CULTURAL DIVERSITY IN THE 
WORKPLACE  
Whilst cultural diversity may present numerous opportunities for a company, it 
also presents just as many, if not more, challenges. Finding a way to 
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successfully manage these challenges in order to harness the many 
opportunities is the key objective of this study. 
 
2.6.1 Team Conflict 
Team conflict arises when team members with contradicting views or goals 
reach a point of disagreement. Nemetz and Christensen (1996) define conflict 
as that which occurs when two or more people come into collision, opposition, 
or disagreement. In the workplace, Harrison and Klein (2007) refer to the 
inability of team members to communicate cohesively with each other and the 
failure to work towards shared goals, visions, or objectives. As discussed 
above, diversity talks to issues of culture, race, gender, age, qualifications, and 
any other attributes which create the opportunity for divisiveness. All of these 
attributes create fertile ground for team conflict. 
Hankin (2005) argues that team conflict is more likely in teams that embody a 
diverse numbers of cultures. As was discussed above, this “conflict” can be a 
good thing if it leads to the generation of new initiatives, proposals, or ideas. 
However, as Hankin (2005) goes on to discuss, that is not always the case. 
More times than not, this team conflict actually leads to disruption in 
productivity, reduced teams moral, and deep seeded divisions within the teams 
that may be costly for the company to correct. 
 
Jackson, Joshi and Erhardt (2003) use language barrier as an example of 
conflict that usually sees diversity turn to adversity. They postulate that, in a 
highly globalised world where freedoms of movement have increased 
dramatically, it is not uncommon to find a workplace with people from different 
cultures, backgrounds, and languages. These differences in languages, they 
continue, very regularly lead to misunderstandings, confusion, and at times a 
total breakdown in communication. As such, companies end up losing valuable 
labour hours and sometimes human resources through resignations due to 
frustration and job dissatisfaction. 
 
People from different cultures have diverse ways of doing most things; from the 
day-to-day activities they undertake at work or at home, to the critical decisions 
they have to make, at work or at home (Ravazi and Schultz, 2006). For 
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instance, American companies tend to be headed by young, dynamic, 
individuals from the country’s best business schools. Conversely, in Japanese 
culture, age equates to wisdom. For this reason, Japanese companies are 
usually headed by older (hence, wiser) individuals. Without proper leadership, a 
potential partnership between American and Japanese companies could wind 
up in conflict.  
 
2.6.2 Reduced team solidarity 
Team solidarity is essentially a community of responsibilities. Cronin and 
Weingart (2007) describe it as a union of common interests, purposes, or 
sympathies among members of a team. They go on to discuss how it is one of 
the most important factors required for a team to perform at its optimal. Carron 
and Brawley (2000) talk about this solidarity as the natural inclination for a team 
to band together, in a sort of brotherhood, to achieve their shared goals. They 
add that the critically essential aspect of team solidarity is the desire of team 
members to remain as part of that team. 
 
Team solidarity, according to Wright and Drewery (2006), has a positive effect 
on team dynamics and usually leads to increased job satisfaction and 
productivity levels. This is because, when team members feel a part of a group, 
they contribute more to it and are happy to do so. The people they work with 
transform from being mere colleagues to being friends. As a result, aligning 
goals between team members becomes easier as does working together 
towards those goals. 
 
Cultural diversity can pose a challenge to team solidarity. According to Thomas 
and Bendixen (2000), the greater the diversity in a team the lower the chances 
of team solidarity. Cronin and Weingart (2007) highlight the following as some 
of the important aspects required to improve team solidarity: 
i. Common interaction content  
Diversity may affect the interaction between team members as they may be 
unable to find common interaction content 
ii. Reduced conflict  
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As aforementioned, cultural diversity can quickly lead to conflict between team 
members 
iii. Identification with team members 
Again, it may be difficult to identify with team members of a diverse background 
iv. Shared values 
Different cultures may mean that employees have different value systems to 
which they subscribe 
v. Race 
One of the more conscientious issues in South Africa, race can also affect the 
ability for team members to feel part of a common goal 
vi. Social class 
Those in the upper echelons of society may struggle to find solidarity with their 
counterparts of a lower class standing (and vice versa) 
vii. Education levels 
“Qualification snobbery” is when those who possess higher qualifications feel 
they are too good to interact with those who possess lower qualifications 
Essentially, researchers like Cronin and Weingart (2007) believe that the more 
team members share similarities, the more they will find solidarity in their 
working relationships with each other. It is for this reason that groups within 
groups are formed. Some team members find similarity (and thus solidarity) with 
some team members but not with others. This will be exhibited by a split along, 
say, racial/gender/generational lines. 
 
Some researchers such as Wright and Drewery (2002) found no definite and 
reliable relationship between diversity and team solidarity. The researcher 
believes this is due to various other factors. Perhaps, whilst there may have 
been visible facets of diversity within the studied groups, say, race for instance, 
they may have been stronger underlying factors that increased team solidarity; 
for instance, a shared value system. 
 22 
 
2.6.3 Employee turnover 
Employee loyalty is the degree to which the human resources of a company are 
faithful to it. Coughlan (2005) describes it as the point at which there is a 
readiness by those employees to make an investment or sacrifice for the 
betterment of that company. He explains that these employees have feelings of 
inclusion, conscientiousness, and dedication towards their company. The 
biggest test for an employee’s loyalty is when they are offered a better position 
elsewhere. Ultimate loyalty is when that employee turns down a competitors 
tempting offer. 
 
Employee turnover, on the other hand, is the reduction in staff and employees 
in a company through a number of employment actions such as discharge, 
termination, resignation, or job abandonment (Coughlan, 2005). The employer 
must then start the recruitment and selection process to find a suitable 
candidate to fill the vacant position 
 
Cultural diversity, if not properly managed, could lead to dissatisfied employees 
and thus an increased level of absenteeism. More than mere absenteeism, 
employees could actually decide to leave the company altogether. As a result, 
organisations could find themselves losing all the money invested in recruiting 
and training when said dissatisfied employees resign. High turnover rates mean 
there are employees in the HR lifecycle that are always at the learning and 
training stage rather than on the floor performing to their full potential (Daft, 
1997).  
 
2.6.4 Reduced productivity 
At times, cultural diversity can lead to an “us versus them” mentality within the 
company. Some groups will become closer with each other and, in the process, 
exclude others from the group. This discrimination, can lead to reduced morale 
and productivity from the affected team members. According to Walton (1994) 
reduced individual and organisational productivity occurs when employees 
experience prejudice and non-acceptance.  
Mazur and Biatostocka (2010) argue that employees who feel unappreciated 
are less innovative, less aggressive in pushing their ideas, and less likely to 
work towards assuming leadership roles. Furthermore, those employees will not 
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voice their concerns when they have any, simply because they want to be 
accepted, and time will be wasted due to poor communication and 
misunderstandings (Daft, 1997). 
 
Cultural diversity can make it difficult to reach an agreement on a particular 
course of action. The outcome can be negative dynamics and cultural clashes 
that could cause work disadvantages for minorities (Elmuti, 2001). Usually, 
cultural conflicts amongst majority and minority team members are frequently 
resolved in favour of the majority groups. This, in turn generates significant 
obstacles to full participation by minority members in potentially conflict 
situations.  
 
Cultural diversity progress is slow in many organisations. For example, black 
people lead very few companies in general (Cherry, 2010). In some cases, 
cultural diversity is viewed by organisational leaders as unessential to 
organisational success. According to Cherry (2010), many companies still 
believe success in cultural diversity is unachievable. It is for this reason that 
some companies have opted to simply defer diversity as something to which lip 
service is paid to secure lucrative government and municipal contracts. Unless 
organisations commit to building a sustainable people strategy incorporating 
cultural diversity as a core component, significant progress will not occur. 
2.7 CULTURAL DIVERSITY AS A STRATEGY 
Today’s leaders often subconsciously understand the advantage of a culturally 
diverse workforce, especially in the current global economy. However, many 
organisations struggle with the development and application of diversity 
principles in a way that will positively affect revenue and market position, as well 
as reputation (Hays and Kim, 2008). Essentially, whilst leaders know diversity 
must be aligned to their core business strategy, many do not know how to do 
so. 
 
Galliers and Leidner (1999), Elmuti (2001), and Field (2009) point out the way in 
which organisations can successfully take advantage of culturally diversity as a 
strategy: 
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 Organisations need to create a robust and thorough strategic framework 
that takes into account how to attract and retain culturally diverse 
employees and one that is anchored in a culture of inclusion. 
 
 The leaders of organisations must be exposed to training and 
development that serves to enhance their understanding of the inherent 
differences their employees represent. This type of training will allow 
them to examine the principles of culture that have shaped their 
perspectives on culturally diverse teams (Avery and Jing, 2008).  
 
 Accountability is key in these organisations, so cultural diversity goals 
must be built into annual objectives and progress must be measured 
accordingly.  
 
 Kandola and Fullerton (1994) highlight that diversity results must be 
linked to rewards and recognition, and a consistent process for promptly 
addressing intolerance and inequities must be established.  
 
 Cultural diversity competency among senior and emerging leaders can 
be achieved through stretch assignments, project participation, and 
opportunities to interact with and lead diverse groups and operate in 
diverse cultures. 
 
 In organisations that leverage diversity, the process does not end with 
recruitment, it shifts to including diverse views and perspectives in 
developing business strategy and meeting challenges (Avery and Jing, 
2008).  
 
The best organisations recognise that diversity goes beyond race, gender, 
ethnicity, and sexual orientation. Diversity also applies thought, skill, and 
passion (Belshek, 2006). Differences are appreciated, but the corporate culture 
provides space for challenging differences in search of the best business 
solutions. In this environment, people are able to advocate their points of view 
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passionately, even if it differs from the status quo. Ultimately, cultural diversity 
includes everyone, regardless of background. 
2.8 CULTURAL DIVERSITY AT VWSA 
VWSA employs a variety of cultures. This assortment of cultures ranges from 
international diversity to local diversity (such as that mentioned in 2.3.1(c)). 
VWSA directly employs nearly 6 000 people, with 82 percent being from 
previously disadvantaged groups (PDGs) (VWSA, 2013). The representation of 
PDGs within Volkswagen Group South Africa is vast: 15 percent of 
management, 42 percent of legislators, senior officials and managers, 67 
percent of professionals, and 95 percent of technicians and associate 
professionals (VWSA, 2013). 
 
VWSA has an extensive Employment Equity (EE) Programme that consists of 
training and development initiatives, succession planning and departmental 
targets that are strictly enforced. These are aimed at significantly increasing 
black and female representation at the executive and senior levels within the 
company. 
 
To benefit from improved team performance and enhanced organisational 
competitiveness, VWSA requires a strategic leadership model to effectively lead 
culturally diverse teams that exist within the organisation. The model needs to 
minimise and near eliminate the various challenges faced by leadership and 
employees as a result of cultural diversity. 
2.9 LEADERSHIP  
Zaccaro, Rittman, and Marks, (2001) define leadership “the practice of 
collective influence in which an individual can recruit the help and support of 
others in the execution of a shared objective”. This is one of many definitions of 
leadership. Kanji and Moura (2001, 709) stated there are “almost as many 
different definitions of leadership as there are researchers who have attempted 
to define the concept.” Other definitions of leadership include the following: 
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 Dubrin (2010:2) defines leadership as the “ability to inspire individuals 
with confidence and support that is required to achieve organisational 
goals”.  
 Lussier and Achua (2001:294) define leadership as “the process of 
influencing followers to achieve organisational objectives through 
change. They put forward that anyone can be a leader and practice 
leadership duties without being formally appointed to the position”. 
 
Management is sometimes used interchangeably with the term leadership. 
However, these are two different concepts. Drucker (1955) highlights the 
differences in his now renowned quote: “management is doing things right; 
leadership is doing the right things” 
 
This study does not intend to resolve the debate surrounding the definition of 
leadership by providing a sort of definitive definition. However, for the sake of 
clarity, it will approach leadership as a catalyst that is necessary for positively 
inspiring culturally diverse employees for the benefit and survival of 
organisations. 
2.10 LEADERSHIP STYLES 
As discussed in Section 2.3, cultural diversity in the South African workplace 
has increased in the last quarter of a century. Whilst it has brought its benefits, 
these have been coupled with a string of challenges for those whose job it is to 
lead these resultant diverse teams. Challenges such as team conflicts, reduced 
team solidarity, and increased employee turnover (see Section 2.3.4) have 
meant the right leadership has become ever more important to get the best out 
these culturally diverse teams. 
 
This study serves to analyse the management of cultural diversity at VWSA and 
identify leadership strategies to, both, enhance team performance and reduce 
the challenges faced by the organisation as a result of this cultural diversity. To 
do this, the study focuses on four leadership theories and their relationship with 
cultural diversity. This is shown in figure 2.1 below. These leadership theories 
were chosen by the researcher due to their variability in functionalities. They 
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range from caring for employees, to getting the job done, and to rewards as 
stimulation for performance.  
 
Figure 2.1: Relationships upon which the study is built 
 
Source: Constructed by the researcher 
2.11 CLASSICAL LEADERSHIP 
2.11.1 Definition of classical leadership 
Classical leadership means authority by a dominant person over everything 
(Bass, 1990). Some researchers like Avery (2004) refer to it as Autocratic 
Leadership. This type of leadership is usually typified by leaders who make 
decisions autonomously with little support, if any, from their teams. Another 
typical characteristic of this leadership style is the very apparent distinction 
between the leader and the other team members. According to Pinnow (2011), 
these leaders are usually seen as domineering, officious,and somewhat 
arrogant by their teams. 
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2.11.2 Limitations to classical leadership 
The leader may find himself or herself in a situation where he is unable to take 
charge of every situation. This is especially in more multifaceted situations that 
may be beyond the capacity of one person. In situations such as these, input 
from the team may in fact be vital. 
 
Another limitation could become noticeable if the conditions change and 
additional commitment from followers is suddenly required to get the job done. 
This would then require a more democratic style of leadership. As Lewin, Lippit, 
and White (1939) discovered, it is more difficult to move from a classical 
leadership style to a more democratic and participative one. 
 
The classical leadership style may also be limited when followers refuse to 
accept domination for one reason or the other. An authoritarian would be unable 
to include them in participative dialogue, as that is not in his nature.  Likewise, if 
commitment or motivation of team members begins, this leadership style is 
limited in its capacity to rectify the situation. 
 
Another limitation is that this paradigm often relies on the idea of a ‘great 
person’ (Pinnow, 2011), indicating that only a chosen few are good enough to 
apply such an initiative, and this belief can inspire followers to downgrade 
themselves and idealise these leaders. Followers then pursue and hold little 
power, allow the leader to be liable for organisational after effects, and make 
relatively little contribution to the organisation (Avery, 2004). 
2.11.3 Basic assumptions of classical leadership 
The classical leadership style is based upon the assumption that the leader 
knows everything and knows what is best for the organisation (Sager, 2008). 
Employees are uninformed, indolent, lack ambition, dislike responsibility, and 
prefer to be led (Russ, 2011). Employees cannot be trusted to do what is right 
for the organisation. Unlimited authority is thus, assumedly, rightly vested in the 
leader. 
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2.11.4 How classical leadership works 
The main instruments used in classical leadership approach are based on 
command-and-control, hierarchical, top-down approach and often on 
manipulation. According to Avery and Jing (2008), classical leadership can be 
autocratic, compassionate, or a combination of both. Usually subordinates obey 
the directives of the authoritarian leader and do not openly question his 
directives. They opt to rather undertake the orders they are given because of 
fear of the consequences of not doing so, respect for their leader, or both (Rok, 
2009:466). 
 
2.11.5 Benefits of classical leadership 
While classical leadership does have some potential pitfalls, leaders can learn 
to use elements of this style wisely. For example, a classic leadership style can 
be used effectively in situations where the leader is the most knowledgeable 
member of the group or has access to information that other members of the 
group do not. 
 
Classical leadership structure is a clear organisational hierarchy with three 
distinct management levels (Russ, 2009). Each management team has its own 
objectives and responsibilities. The leadership at the top is usually the board of 
directors or the chief executives who are responsible for the long-term goals of 
the organisation. The supervisors in the middle of the hierarchy oversee 
department goals according to the approved budget. At the lowest level are the 
supervisors who oversee day-to-day activities, address employee issues and 
provide employee training. The levels of leadership and responsibilities are 
clear and well defined. While the three-level structure may not be suitable for all 
small organisations, it can benefit those that are expanding. 
 
Another benefit of the classical leadership approach is the division of labour 
(Russ, 2009). Projects are broken down into smaller tasks that are easy to 
complete. Employees' responsibilities and expectations are clearly defined. This 
approach allows workers to narrow their field of expertise and to specialise in 
one area (Gamage, 2006:122). The division of labour approach leads to 
increased productivity and higher efficiency, as workers are not expected to 
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multitask. Small organisation owners can benefit from taking this approach if 
they are looking to increase production with minimal expense. 
 
The authoritarian and autocratic leadership approaches are the central part of 
classical leadership theory (Kiazad, et al. 2010). The authors further elaborate 
that an organisation should have a single leader to make decisions, and to 
organise and direct the employees. All decisions are made at the top level and 
communicated down. The autocratic leadership approach is beneficial in 
instances when small business decisions need to be made quickly by a leader, 
without having to consult with a large group of people, such a board of directors. 
Sole proprietorships, can have an advantage in taking this approach, as they 
need a strong leader to grow. 
 
2.11.6 Problems posed by classical leadership as an approach 
While autocratic leadership can be beneficial at times, there are also many 
instances where this leadership style can be problematic. People who abuse an 
autocratic leadership style are often viewed as domineering and despotic. This 
can lead to antipathy by their team members. 
 
Autocratic leaders make decisions without consulting their team members. 
Some of the team may be unhappy at being unable to contribute ideas. 
Researchers have also found that autocratic leadership often results in a lack of 
creative solutions to problems, which can ultimately hurt the performance of the 
group (Cherry, 2010). 
 
2.11.7 Relationship between classical leadership and cultural diversity 
Loden and Rosene (1991) identified that classical leadership creates an 
atmosphere where culturally diverse employees feel unimportant and are not 
allowed to voice their opinions. Naturally, employees tend to seek employment 
where they and their contributions are valued. As such, a situation that does not 
make them feel valued is detrimental to the organisation as it leads to the loss 
of experienced staff. This has a ripple effect as new staff have to be recruited 
and adequately trained. 
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Lee, Cheng, Yeung and Lai (2011) echo the above sentiments regarding the 
relationship between classical leadership and cultural diversity. They use two 
companies from Britain and China respectively as an example. They point out 
that, a company in Britain with only British people would most likely not be 
happy with a Classical Leadership style. A Chinese company with Chinese 
employees on the other hand, may be more accommodating of a Classical 
Leadership style as it is entrenched in their culture. They argue then that a third 
company with both British and Chinese employees would be more suited to a 
more participative leadership style in order to accommodate the views of all 
team members.  
 
Leveson, Joiner and Bakalis (2009) disagree with this view. Their argument is in 
favour of classical leadership in situations of cultural diversity. They argue that 
cultural diversity can often be characterised by misunderstandings, 
communication breakdowns, and conflict. Situations of this nature, they 
continue, call for a strong leader to take charge and provide clear expectations 
of what needs to be done, when, how and by whom. As such, they believe that 
cultural diversity can be better managed by a classical leadership style. 
2.12 VISIONARY LEADERSHIP 
Visionary leadership refers to the capacity to create and communicate a view of 
a desired state of affairs that clarifies the current situation and induces 
commitment to an even better future (Brown and Anfara, 2003:16). Colton 
(1985:33) describes a visionary leader as one who establishes goals and 
objectives for individual and group action, which define “not what we are but 
rather what we seek to be or do”. 
 
The visionary leader inspires, challenges, guides, and empowers. This 
articulated link between dreams and action, between vision and leadership, is 
well documented in literature. According to Bennis and Nanus (1985), a 
compelling vision is crucial to effective leadership in excellent organisations. 
Brown and Anfara (2003) noted that the key to successful implementation “lies 
within the principal and leaders ability to provide visionary leadership”. Starratt 
(1995:13) added that vision is key: “Vision is a dynamic source of leadership 
that imbues other aspects of leadership with a special energy and significance”.  
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One of the main characteristics of visionary leadership is that the team 
members are empowered as they themselves own and take responsibility for 
their leader’s vision. According to Tyran and Gibson (2008), the vision brings 
the team together working towards a shared goal. The pair argues that the more 
inspiring the vision, the more unified and devoted the individual members of the 
team are. 
2.12.1 Basic assumptions of Visionary Leadership 
The main assumption of visionary leadership is that team members are 
motivated by the “what could be”. The idea of setting the scene for the 
possibilities of the future is essentially what visionary leadership is all about 
(Brown and Anfara, 2003). However, it is not always the case that team 
members will be inspired by possibilities of the future. Some will merely be 
concerned with the current situation and instant gratification. 
 
Visionary leadership is also about persistence i.e. never giving up on 
communicating your vision even in the face of resistance (Valle, 1999). The 
assumption here is that the leader will be inspiring enough to literally suck the 
resistance out of team members and thus get them to buy into their vision. This 
may not necessarily be the case. Team members may in actuality find the 
persistence of the leader to be somewhat overbearing. This may ultimately lead 
to a drop in morale rather than elevated inspiration levels. 
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2.12.2 How Visionary Leadership works 
Figure 2.2: How visionary leadership works 
 
Source: Constructed by the Author 
 
As shown in Figure 2.2 above, visionary leadership works on five central tenets: 
i. Good communication – A visionary leader’s greatest tool is his ability to 
communicate. They possess the ability to clearly put forward their vision, 
goals, and objectives to their team. But communication being a two-way 
street, the visionary leader is also an active listener. This allows them to 
integrate their team members’ ideas into the “bigger picture” to which 
they aspire to. This communication ability also allows them to be able to 
help their team members reach their own personal ambitions. 
 
ii. Charisma - Valle (1999) describes charisma as a personal attractiveness 
or interestingness that enables one to influence others. This is another 
essential tool for the visionary leader. Their personality has a sort of 
appeal which, when fused with their communication skills, allows them 
persuade their team members to share the vision they put forward 
 
iii. Organising - The visionary leader knows where they want everything in 
the company. This means the ability to organise becomes essential. 
Whether it’s team members, departments, or business units, the 
Good 
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visionary leader organises them all in a manner that allows him to drive 
his vision forward. 
 
iv. Risk taking - Risk taking is part and parcel of being a visionary leader. 
Whilst calculated, the risk is usually essential to sell their vision. 
According to Yorges, Weiss and Strickland (1999), team members are 
more motivated to buy into a vision when they see that their leader is 
willing to take risks to realise that vision. 
 
v. Strategic planning - A visionary leader possesses a methodical way of 
visualising his desired future. He is able to interpret his vision into distinct 
goals and objectives and is capable of planning a series of steps to 
achieve those goals. Strategic planning begins with the required end (the 
vision) and moves backwards to the present position (Boyce, 2006). 
2.12.3 Benefits of Visionary Leadership 
In business, visionary leaders are effective at leading a team toward achieving a 
common goal (Bennis and Nanus, 1985). These leaders tend to encourage 
structured learning, innovation, and the development of strong relations within 
the team. Visionary leadership is beneficial for organisations that are future 
focused and entrepreneurial. 
 
Visionary leaders are able to create a positive and inspirational vision of the 
future and convey that vision in an engaging manner that attracts committed 
team members. A visionary leader recognises the need for meaning and 
purpose in followers, and uses that need to inspire them to achieve more and 
build better futures (Buchanan and Huczynski, 2004). Team members feel 
motivated by the vision and often feel a sense of solidarity within the group 
because of the common cause. 
 
Visionary leaders understand that learning encourages the development of 
personal skills and the ability to make effective decisions. A visionary leader 
finds learning highly motivating, and instils that same eagerness to learn in his 
employees by creating various learning opportunities within the day-to-day 
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complexities of the workplace. This results in highly skilled and knowledgeable 
employees contributing to the success of the organisation. 
 
Innovation is vital to a business because, to remain successful, a business must 
continually grow, improve, and find new ways to achieve goals. Visionary 
leaders thrive on innovation and change. These leaders encourage creative 
thinking and problem-solving skills in employees. A visionary leader views the 
use of new ideas and processes as progressive. He strives to find better and 
faster ways to achieve success. 
 
Building respectful and empowering relationships with team members is another 
benefit of having visionary leader. These leaders often possess above-average 
communication skills, and use those skills to cultivate a partnership approach 
with team members. A visionary leader encourages respect, team spirit, team 
learning, and a type of family atmosphere in the group. Such a leader uses 
conflict management skills to unite team members, and leads in a receptive 
style, rather than the domineering style of a classical leader. 
 
Visionary leaders encourage team members to develop a pioneering spirit; 
doing what others have never done and going where others would never go. 
This pioneering spirit manifests both in attitude and in action for a visionary 
leader and his team. He is able to think bigger than himself and bigger than the 
now. Visionary leaders are also instrumental in developing new leaders to play 
an important role in the future of the company. 
2.12.4 Problems posed by Visionary Leadership as an approach 
Whilst inspiring at times, visionary leadership does come with its problems. For 
instance, a leader’s vision may be of a radical, irrational, or polarising nature. It 
may seem like a worthwhile vision to the leader but may not be in the best 
interests of the company as a whole. However, his charisma and impeccable 
communication skills may enable him to sell this “bad idea” to his team. This 
would, inevitably, lead to problems for the team and organisation. 
 
It makes sense that a leader’s vision is heavily influenced by their personal 
beliefs. However, those personal beliefs may be flawed in themselves. If, say, a 
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leader’s personal value system was built on a patriarchal background, this could 
be translated into his vision. If that company was trying to break into a female-
driven market, this patriarchal vision may not be the best to subscribe to.  
    
Nadler and Tuschman (1990) point out that the unrealistic expectations 
followers often place on visionary leaders can create disappointment if things do 
not work out. Essentially, team members can become dependent on visionary 
leaders, believing that their leader has everything under control. Additionally, 
innovation can be inhibited if people become reluctant to disagree with a 
visionary leader. 
 
Price (2003) argues that visionary leaders may behave immorally precisely 
because they articulate a vision that is based on their own values. However, this 
is something that can be prevented by building an inclusive relationship with 
team members. As highlighted in Section 2.7.3 above, two-way communication 
is usually part of a visionary leader’s arsenal.  
2.12.5 Relationship between Visionary Leadership and Cultural Diversity 
There is much evidence in literature of support for visionary leadership in a 
culturally diverse setting. Leveson et al. (2009) believe visionary leaders’ ability 
to inspire and influence places them in an ideal place to garner support for their 
vision even from diverse individuals. They argue that visionary leaders are able 
to get their team members excited around a single shared vision of what the 
future could be regardless of their differences.  
 
Valle (1999) believes a visionary leader’s communication prowess and sense of 
optimism allows them to resolve any conflicts that may arise from cultural 
diversity. Likewise Rivera-Vazques et al. (2009) argue that a visionary leaders’ 
ability to actively listen to their team members allows for them all to have a say 
in the manner in which the vision is realised. This essentially allows for them to 
all feel included and a part of the team.  
 
Others researchers such as Yorges, et al. (1999) have argued however that 
visionary leadership at times leads to an over-reliance on leader. Team 
members begin to associate the success of the company solely with the leader 
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and, in the process, fail to see themselves as an important part of the team. 
This is not ideal when managing a culturally diverse team because cultural 
diverse team members have a need to feel valuable to the team. In feeling 
individually valuable to the team, they are able to find common ground and 
make their differences an integral part of the team’s success.  
 
Hogan (2005) also argues that charisma has a dark side resembling narcissism. 
One of the reasons for this, he adds, is the failure of visionary leaders to admit 
to making mistakes. In culturally diverse teams, there are different ideas from 
different people with different points of views. In such a situation, a leader must 
be prepared to listen to his team members and, if they point out his 
shortcomings, admit where mistakes have been made.  
2.13 TRANSACTIONAL LEADERSHIP 
According to Cherry (2010), transactional leadership focuses on the role of 
management and team performance. This theory of leadership was first 
described by sociologist Max Weber, and further explored by Bernard M. Bass 
in the early 1980s (Cherry, 2010).  
 
Transactional leadership is concerned with an exchange process that brings 
about follower compliance with regards to the demands of a leader (Pinnow, 
2011). Also known as managerial leadership, transactional leadership is so 
named because it involves a “transaction” between the leader and his team 
member. This transaction typically takes the form of the company paying team 
members for their efforts and conformity in completing the tasks required of 
them. In fact, the very act of appointing a worker and negotiating their income is 
an example of transactional leadership. Conversely, the leader has the right to 
reprimand team members for not fulfilling the tasks required of them 
adequately. 
   
According House and Aditya (1997) the aim of the transactional leader is to 
make sure that the path to accomplishing a goal is clearly understood by the 
internal actors. This serves to remove any possible obstacles within the system 
and to encourage team members to attain set goals. Transactional leadership is 
therefore an approach where the leader offers wage increases, advancement, 
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and/or other rewards to followers when they do a good job, and penalise them 
when they don’t. 
2.13.1 Basic assumptions of Transactional Leadership 
Phatak (2012) highlights some of the basic assumptions of transactional 
leadership as follows: 
 Rewards and punishment are the things that motivate people; 
 A clear chain of command works best in running an organisation; 
 Once employees agree to do a job, they are entirely in the hands of a 
manager i.e. they cede complete authority to the manager; 
 Once they cede authority, employees will do as they are told. An 
employee will comply with the work demands of the management, in 
return for which he is adequately rewarded monetarily; and  
 For followers of this model, toeing the line is more important than 
expressing their views (Obiwuru, Okwu, Akpa and Nwankwere 2011). 
2.13.2 How Transactional Leadership works 
Transactional leadership is a system that motivates team members with 
rewards. Team members will typically cede authority to their chosen leaders 
and fulfil goals and objectives set by those leaders (Phatak, 2012). Should the 
leaders be satisfied with their efforts and levels of compliance, they will be 
rewarded accordingly. As the name suggests, transactional leadership works by 
means of a transaction between the leader and his follower. Success is 
promoted by use of rewards and reprimands. 
 
Transactional leadership usually sees leaders focusing on the management and 
supervision of their team members and on general team performance (Tepper 
and Taylor, 2003). This type of leadership is often characterised by leaders 
standing over the shoulders of their team members closely scrutinising their 
work to ensure there are no divergences from the company’s standards. 
 
Leaders who subscribe to the transactional leadership model will often work 
within the company’s current structures. They will thus shape their job, team, 
and projects based on that organisational structure. Transactional leaders 
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essentially use negotiation to accomplish their managerial goals, which are in 
line with the company’s overall goals. 
2.13.3 Benefits of Transactional Leadership 
Though it may at times seem somewhat controlling, transactional leadership 
has its benefits. For instance, team members working under transactional 
leadership have the advantage of a very clear and structured system. They 
know the chain of command and what is expected of them at all times. They 
also know if they follow orders and complete objectives, they are rewarded with 
something of value to them. Team members also know that negative 
consequences are the result of not following orders; therefore they are 
motivated to continually perform and try their best to reach a positive outcome. 
 
Under transactional leadership, goals and objectives are set for the short term 
hence making them less daunting for team members (Judge and Piccolo, 
2004). Being short term goals, team members usually feel they are more readily 
attainable than long term goals. Judge and Piccolo (2004) add that short-term 
goals also provide the opportunity for a sense of autonomy as there is less of a 
need for micromanagement. Employees understand what is expected of them; 
therefore they can independently complete the short-term goals at hand. 
 
Another benefit of transactional leadership is that team members can decide for 
themselves what they value most. In many cases, management and leaders will 
allow their teams to have some kind of control or say in the type of incentives 
they are rewarded with when they complete a task. These incentives come in 
many forms and can range from financial gains, to points that can be redeemed 
for various prizes, or time added to accumulated paid leave. 
2.13.4 Problems posed by Transactional Leadership as an approach 
According to Jung and Avolio (2000), one of the main problems with 
transactional leadership is that its motivation happens at a low level. Ultimately, 
rewards and reprimand are not sufficient to motivate the deeper levels of 
employee development and thought. Basically, the transactional leadership 
model looks at motivation in a rather too simplistic way. It fails to account for 
individual difference in team members. 
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Another problem with transactional leadership is that team members are unable 
to do much to better their job satisfaction (Lowe, et al., 1996). As such, the role 
can feel like it has no prospects of improvement and this could lead to team 
members resigning. 
 
A transactional leader also usually does not commend team members who 
surpass expectations. This is because he views the relationship with his team 
members as one built on a simple transaction i.e. work for reward. Therefore 
the leader does not feel obliged to more than provide the agreed reward.    
 
According to (Lowe, et al., 1996), knowledge based work is also not well served 
with the transactional leadership type of style. Likewise, creative team members 
or those in roles that require high levels of creativity will not thrive under 
transactional leadership. This is because “goals and objectives cannot be 
simply defined with a set process” (Judge and Piccolo, 2004). Essentially, if a 
task requires high level thinking or creativity, a simple system of reward-for-task 
will not be effective. 
 
Once a transactional leader delegates a task to a team member, it becomes 
that individual’s responsibility to complete that task. If anything goes wrong, the 
blame lies squarely on the shoulders of that team member and never on the 
leader (Jung and Avolio, 2000). Because, as mentioned above, the leader does 
not commend team members who do well but is quick to pass blame, team 
members are usually likely to become dissatisfied with their leader. 
2.13.5 Relationship between Transactional Leadership and Cultural 
Diversity 
Transactional leadership has instances where it is suited to a culturally diverse 
team. For example, transactional leadership is typified by clear and structured 
organisational systems. This would be ideal for occasions where culturally 
diverse teams are faced with communication barriers, conflict, or languages 
confusions. In such a situation, it would be important to provide them with clear 
and well-structured systems. 
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Ayman and Korabik (2010) add that the simple reward-for-work system may 
also suit multicultural teams as the concept of reward-for-work is broadly 
identifiable by most individuals regardless of cultural background. Likewise, the 
concept of reprimand for failure to meet the set goals resonates with most 
people irrespective of cultural background.  
 
Walumbwa and Lawler (2003) agree, adding that transactional leadership may 
be suited to diverse teams because team members can decide for themselves 
what they value most. As diverse teams come with diverse needs, the authors 
believe rewards may be catered to the individual needs of team members. That 
leaders will usually allow their teams to have some kind of control over their 
rewards may suit diverse teams.  
 
Kirkman et al. (2009) disagree citing the simplicity of transactional leadership as 
unsuitable for culturally diverse teams. They argue that the transactional 
leadership model looks at motivation in too simplistic a way. As such, it fails to 
account for individual differences in culturally diverse team members. 
 
Judge and Piccolo (2004) agree stating that transactional leadership stifles 
creativity. One of the key tenets of culturally diverse teams is creativity. With 
this in mind, this leadership model would not be suited to culturally diverse 
teams. Judge and Piccolo (2004) continue that another obstacle to transactional 
leadership working in culturally diverse teams is the leader’s inability to 
commend team members who surpass expectations. Diverse team members 
need to feel valued and so such inability to praise excellence may lead to them 
feeling excluded. 
2.14 TRANSFORMATIONAL LEADERSHIP 
2.14.1 Definition of Transformational Leadership 
Transformational leadership is an approach to leadership in which the leader 
recognises the need for transformation in a company, creates a vision to guide 
that transformation process through inspiration of those involved, and 
implements that transformation with the dedication and devotion of his team 
members. It is a leadership method that moves team members to go beyond 
self-centredness and instead focus on the good of the company. Essentially, 
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transformational leadership leads to positive change in the team members that 
follow such a leader.  
 
Unlike transactional leadership discussed in Section 2.8 above, transformational 
leadership focuses on the ability to inspire team members beyond mere 
rewards and reprimands (Northouse, 2004). A transformational leader makes it 
his job to not only think of the task/ project but also to promote his team 
members’ levels of maturity and ideals as well as fears for achievement, self-
actualisation, and the well-being of the company and society as a whole. 
 
Transformational leadership is a high-order form of leadership typified by the 
leader’s ability to display conviction of the right values, beliefs, and shared 
purpose. This conviction leads to long term positive implications for an 
organisation (Bass, 1990). Nelson Mandela’s exemplifies a transformational 
leader whose gain for the people brought pain upon himself. 
There are four types of transformational leadership dimensions: 
i. Individualised Consideration 
Individual consideration means the leader’s ability to see and treat individual 
employees as important assets that contribute to productivity in the workplace. 
(Bass and Avolio, 1997; Sarros and Santora, 2001:385). 
 
ii. Inspirational Motivation 
Inspirational motivation means the ability of a leader to clearly articulate an 
appealing future state of the company. This includes communicating the vision, 
mission, and values of the organisation (Bass and Avolio, 1997; Sarros and 
Santora, 2001:385). 
 
iii. Intellectual Stimulation 
Intellectual stimulation means the leader’s ability to encourage employees’ 
creativity when developing ideas or working through challenging obstacles in 
the organisation (Bass and Avolio: 1997; Sarros and Santora: 2001:386). 
 
iv. Idealised Influence 
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Idealised influence means the leader’s ability to charismatically influence 
followers that the latter emulates the leader’s behaviour (Sarros and Santora 
2001:387). 
2.14.2 Basic assumptions of Transformational Leadership 
 People will follow someone who inspires them. 
 Someone with vision and passion can accomplish great things. 
 The way to get things done is by introducing enthusiasm and energy. 
 
2.14.3 How Transformational Leadership works 
Transformational leadership primarily works as shown in Figure 2.3 below: 
 
Figure 2.3: How Transformational Leadership works 
 
 
Sources: Adapted from (Halpern, 2012) and Rowold (2008:5) 
 
1 
• Formulating a vision on the basis of commonly shared values 
2 
• Setting a positive example 
3 
• Communicating the vision and the accompanying high 
performance expectations 
4 
• Showing sensitivity to individual followers' needs 
5 
• Encouraging a team attitude built on solidarity and shared goals 
among team members 
6 
• Providing intellectual stimulation and idealised influence 
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Figure 2.3 above outlines the process of transformational leadership according 
to Rowold (2008) and Halpern (2012). First, transformational leaders formulate 
their visions on the basis of commonly shared values (Bass, 1985). These 
values typically correspond to higher levels of ethics (such as altruism).  
The transformational leader then looks to set a positive example for his team 
members. It is through such examples that team members are inspired and 
encouraged to look beyond their own self-interests and contribute to the 
success of the team, organisation, and society (Rowold, 2008).  
The leader then communicates their vision to team members. Hepworth and 
Towler (2004) highlight the importance of communicating the expectations well. 
Transformational leaders have good communication skills. They are able to put 
their vision across in an inspiring manner which allows the teams members to 
buy into the high performance expectations set.  
The transformational leader then considers each follower individually. In 
modern-day organisations, team members are highly heterogeneous with 
regard to needs, values, and belief systems (Halpern, 2012). Only if the 
respective team leader is able to assess and encourage the varying needs and 
values, will each team member’s unique potential, both as a human being and 
as a worker, become apparent. 
 
Transformational leaders then set about encouraging their team members to 
develop a unified attitude built on solidarity and shared goals. In so doing, 
Hepworth and Towler (2004) argue that the leaders are able to inspire the 
whole team to work together for the common good of the company irrespective 
of their individual goals. 
 
Finally, transformational leaders stimulate their team members to view work-
related processes, routines, and standards from different viewpoints. Only in a 
culture of openness and intellectual debate can different viewpoints, competing 
values, and diverse interests be heard.  
2.14.4 Benefits of Transformational Leadership 
Transformational leaders are more often than not lively, passionate, and full of 
zeal. Not only are they concerned and involved in the procedural side of things, 
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they are also focused on assisting every team member succeed and achieve 
both the organisational and their own personal goals. 
 
Because transformational leaders are focused on individually getting the best 
out an employee, they tend to spend more time with them than other types of 
leaders. During this time, they are able to discuss with the employee ways to 
make their jobs better and also to talk about their career progression. This 
creates a strong relationship between the leader and follower which 
subsequently leads to a reduction in employee turnover and consequently 
reduced customer turnover (Somech, 2006). 
 
Because they are focused on transformation, they are the best leader to usher 
in change if needed in the company. This is usually in the form of new initiatives 
which tend to revive enthusiasm in the company. As the leader adapts to the 
ever changing business climate, they also influence their team members to 
make changes within themselves hence realising their full potential. This 
naturally benefits the company which will now be experiencing superior 
employee performance. 
 
As discussed in Section 2.9.3, transformational leaders are especially proficient 
at culture building, stimulating teams intellectually, and giving individualised 
support. They are also good at shaping positive behaviours, formulating and 
communicating visions and missions, and holding high performance 
expectations for team members. 
 
2.14.5 Problems posed by Transformational Leadership as an approach 
Transformational leaders usually articulate a clear vision but often lack the skills 
and expertise to run the business on a day-to-day basis (Lim and Ployhart, 
2004). Being passionate and innovative can actually become a liability. By 
dismissing the need for structured planning, organisation, and documentation, 
these leaders typically don't hold regular meetings, assign work consistently or 
make decisions with input from subordinates. These actions prevent the 
organisation from achieving the stability required for long-term profitability. 
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Transforming an organisation has a typically short term outlook. With vision, 
energy, and excitement, one can get team members energised and keen to 
take on new roles and mind-sets. However, long term leadership needs 
discipline and strategic systems. This goes outside a transformational leader’s 
capabilities (Lowe, et al., 1996).  
 
Additionally, some transformational leaders struggle to maintain the spark they 
will have injected into the company on their arrival. It is all well and good to be 
exciting and inspirational at the beginning but carrying that on for the long term 
can be very difficult. This is especially the case if the company hits hard times, 
which happens with most companies at one time or the other. 
 
Transformational leadership is always forward looking and, at times, at the 
detriment of the “now”. Because of this, this leadership style will not be as 
efficient in instances where followers do not possess the abilities or knowledge 
essential to complete the jobs they are assigned. Likewise, transformational 
leaders will struggle to lead team members who are only motivated by direct 
and tangible rewards. 
 
Probably one of the biggest problems transformational leaders encounter is 
when they must “drop the good guy persona”. All leaders will at one point or the 
other have to make the hard decisions in the company. Benefit cutbacks, 
retrenchments, and other tight cost controls are some of the unpopular 
decisions leaders have to make. This can swiftly dampen the enthusiasm of 
some team members. 
 
2.14.6 Relationship between Transformational Leadership and Cultural 
Diversity 
According to Kearny and Gebert (2009), transformational leadership can assist 
in transforming cultural differences among team members into an asset rather 
than a liability. Their study suggested that transformational leadership can foster 
the use of the potential (but often unused) benefits entailed by team diversity. 
 
Transformational leaders go beyond the procedural side of things, they are also 
focused on assisting every team member succeed and achieve both the 
 47 
 
organisational and their own personal goals. Jackson, Joshi, and Erhardt (2003) 
argue that this trait makes transformational leaders ideal for leading culturally 
diverse teams. This is because with diversity comes a need for individualised 
attention 
 
As discussed in Section 2.9.3, transformational leaders are especially proficient 
at culture building. Van der Vegt and Bunderson (2005) see this as an important 
tool in leading diverse teams. This is because being from differing backgrounds 
or demographics, culturally diverse teams need to develop a common 
organisational culture through which to pursue a shared vision. 
Some transformational leaders struggle to maintain the spark they will have 
injected into the company on their arrival. If that were to happen, the leader 
might find himself with a culturally diverse team that is in conflict. Whilst the 
transformational leader is good at motivating and inspiring, he often struggles 
with conflict resolution and the day-to-day running of the organisation. 
 
Although the individualised attention that transformational leaders afford their 
team members may be good for culturally diverse teams, there might also be a 
downside. Keller (2006) says some individuals in a culturally diverse team may 
be interested in rewards and not in the future state of an organisation. These 
are members whom the transformational leader would struggle to manage. 
2.15 EXISTING CULTURAL DIVERSITY MANAGEMENT MODELS 
There exist various models to direct the management of cultural diversity in the 
work place. In most cases, each organisation develops a model to suit its 
particular needs and business. However, the concepts that run through the core 
of each model remain relatively unchanged (Ely and Roberts, 2008). Some of 
these models and frameworks are discussed below. It is worth noting that some 
organisations have specifically developed “cultural diversity models” whilst 
others have formulated “diversity models”. Those that talk of “diversity models” 
rather than “cultural diversity models” have chosen to combine cultural diversity 
with other forms of diversity such as gender, age, religion, etc.  
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2.15.1  NIWG Diversity Management Model 
The National Integration Working Group (NIWG) for Workplaces developed the 
NIWG Diversity Management Model. This model, depicted in Figure 2.4, was 
designed to guide managers who are tasked with leading diverse teams.  
 
Figure 2.4: NIWG Diversity Management Model 
  
Source: Ministry of Manpower (2012) 
 
The NIWG diversity model focuses on two aspects: 
 the leader’s actions; and  
 how the leader can integrate inclusiveness. 
 
(a) Leader’s actions 
 Know yourself 
The leader must identify his own preferences and how they impact his 
decisions and actions towards his team members (Hays and Kim, 2008). 
This must be the case from the recruitment process, all the way to 
general day-to-day team management.  
 
 Respect differences 
Leader's  actions 
Know Yourself 
Respect 
Differences 
Understand 
Individuality 
Decision Making 
Acknowledge 
Differences 
Integrating 
Inclusivesness 
Shared Goals 
Expectation 
Communication 
Conflict 
Management 
Team Interaction 
Role Model 
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The leader must respect the differences that are embodied by his team 
members. In doing so, the leader must value the individuality of every 
team member. 
 
 Understand team members at an individual level 
The leader must ensure he does not pigeonhole team members based 
on societal stereotypes. Likewise, he must not make any suppositions 
about team members. According to Elmuti (2001), team members must 
be treated as individuals and care must be taken not to stereotype them 
based on their profiles. Instead leaders must take time to understand 
their team members and adapt their management style to meet the team 
members’ needs. 
 
 Abilities and qualification 
As a leader one must make decisions based on team members’ 
qualifications, abilities, and the needs of the task. The leader must avoid 
delegating tasks, measuring performance, or training based on factors 
such as age, gender, ethnic group, culture, or religion, unless those 
particular qualities are necessary to perform the task (Elmuti, 2001). 
 
 Acknowledge differences in communication styles and languages 
A leader must be aware that some employees may find it difficult to 
articulate themselves in, say, English. As such, he must be conscientious 
and make an effort to clarify any doubts. Additionally, he must be ready 
to change his style to communicate efficiently with team members if 
required.  
 
(b) How a leader can integrate inclusiveness 
 Focus on common goals 
A leader must create a shared vision or goals which will rise above team 
members’ differences. Galliers and Leidner (1999) add that leaders must 
encourage different points of views from varied team members because 
diverse teams are better placed to provide more varied experiences.  
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 Convey to team members the significance of integrating inclusiveness 
A leader must ensure that he highlights the significance and benefits that 
come with a culture of inclusiveness (Mazur and Biatostocka, 2010). This 
can be achieved by having frequent discussions with team members 
regarding their ability to work efficiently as a diverse team and also 
highlight any areas that may require improvement. 
 
 Conflict management 
According to Grobler (1996), the leader of a diverse team must ensure 
that any prejudice, conflict, or unacceptable behaviour that is offensive to 
other team members is addressed as quickly as possible. 
 
 Team interaction 
Belshek (2006) argues that interaction doesn’t always happen on its own. 
Instead, a leader must create opportunities for team members to interact 
and identify with each other. For example, team members from culturally 
diverse teams could celebrate special holidays of the 
nationalities/cultures of other team members, or encourage them to 
share more about their respective cultures to facilitate understanding 
between colleagues. 
 
 Be a role model 
As a leader, one must be a role model i.e. walk the talk and put into 
practice what you promote. 
 
2.15.2 NSW Cultural Diversity Strategic Framework (2010 – 2013) 
Australia is one of the most culturally and linguistically diverse nations in the 
world. The country resettles the third largest number of refugees of any country 
and more refugees, per capita, than any other nation in the world (Lim and 
Ployhart, 2004). As such, Australia’s New South Wales (NSW) government 
developed various strategic frameworks to manage cultural diversity. The 
researcher will discuss one such framework from the Department of Human 
Services (DHS) as and an example of their efforts. 
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Over and above, in developing this framework, the NSW and DHS were looking 
to move from merely valuing diversity to actually managing it. It was thus 
important to ensure that the department integrated its diversity into decision 
making, service planning and delivery at all levels of the organisation. 
Figure 2.5: NSW Cultural Diversity Strategic Framework 
 
 
 
 
 
 
 
 
 
 
 
 
Source: New South Wales Government (2012) 
This NSW Cultural Diversity Strategic Framework sets out three strategic 
priorities (as shown in Figure 2.5 above) which were developed to enable 
efficient planning, execution, and reporting of issues relating to the 
management of cultural diversity (New South Wales Government, 2012). The 
following information is taken directly from the NSW cultural diversity report. 
 
 Integrate cultural diversity into planning, monitoring and evaluation 
The aim of this strategic priority was to realise complete change by entrenching 
principles of cultural and linguistic diversity into DHS governance, policy, 
planning, monitoring, and reporting processes. This would ensure that the DHS 
provides targeted and appropriate services to make provisions for the cultural, 
linguistic, and religious diversity of people within NSW communities. Leadership 
at all levels of the DHS was required to ensure responsive services, improved 
accountability, continuous quality improvement and sustained change. 
 
1. Integrate cultural 
and linguistic diversity 
into planning, 
monitoring and 
evaluation  
2. Build organisational 
capacity to work within 
culturally diverse 
communities,  
3. Provide culturally 
and linguistically 
responsive services 
and programs 
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 Build organisational capacity to work with culturally diverse communities 
The aim of this strategic priority was to achieve organisational transformation by 
formulating internal strategies for creating a culture of inclusion and building 
cultural capabilities of DHS staff at all levels. This would allow for the delivery of 
the most culturally appropriate care and services with confidence and 
competence. It also aimed to facilitate the sharing of information and good 
practice, and to develop culturally competent training and practice standards 
across the DHS. 
 
 Provide culturally and linguistically responsive services and programs 
This strategic priority set out the strategies and key results to translate policy 
into practice to improve the cultural responsiveness of the DHS and all of its 
services and programs. This priority area would build on past achievements by 
providing more services and programs in a culturally relevant and meaningful 
manner. It aimed to enhance service access, quality care, and achieve more 
effective outcomes for DHS clients from culturally and linguistically diverse 
backgrounds. 
 
2.15.3 City of Edmonton framework for the management of diversity and  
 inclusion 
Canada is another very culturally diverse country. Its city of Edmonton 
developed the Diversity and Inclusion Framework for Senior Management 
Team’s (SMT’s) in the city’s organisational structure. The aim of this framework 
was to assist the city in achieving its vision of creating an innovative 
organisation that works smart with a workforce that attracts and leverages 
diversity in its staff, and services that meet the diverse needs of the changing 
communities it serves (City of Edmonton, 2012). 
 
Essentially, the Diversity and Inclusion Framework (shown in Figure 2.6 below) 
provides the City of Edmonton staff members throughout the organisation with 
the tools and support to build an increasingly diverse and inclusive workforce 
broadly representative of the culturally diverse communities the city serves. 
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Figure 2.6:  City of Edmonton framework for management of diversity and 
inclusion 
 
Source: City of Edmonton (2012) 
 
Each of the points highlighted in Figure 2.6 were unpacked in the City of 
Edmonton’s (2012) report as follows: 
 
1. Leadership 
 Make diversity and inclusion a standing item on meeting agendas and report 
on progress in each department 
 Be visible spokespeople articulating business case and support for diversity 
and inclusion  
 Recognise efforts of department representatives and other staff who take 
action to integrate framework 
 Determine ongoing leadership activities for department 
 
2. Comprehensive Scope 
 Learn definitions of diversity and inclusion and how to use the diversity lens 
 Pilot diversity lens in each branch, report experience, and share learning 
1. Leadership 
2.Comprehensive 
Scope 
3. Policy Review 
4. Business 
Integration 
5. Performance 
and Evaluation 
6. Dedicated 
Resources 
7. Shared 
responsibility 
8. Education and 
Training 
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 Determine departmental priority areas to apply diversity lens to improve 
customer service, programs, practices and process to report percentage of 
barriers addressed 
 
3. Policy Review 
 Identify policies owned by the department 
 Review policies to see which ones are priorities to update in terms of 
integrating diversity and inclusion values or practice 
 List policies for updating and outline process and timeline to complete 
update 
 
4. Integration into Business Plans 
 Apply new Corporate Business Planning process 
 Identify business objectives 
 Identify challenges meeting objectives 
 Identify possible ways diversity and inclusion can positively address 
challenges and include as strategies in new plans 
 Identify diversity and inclusion efforts designed to support business plan 
objectives 
 
5. Performance and Evaluation 
 Monitor and report items discussed during Diversity and Inclusion meetings 
 Gather department successes, challenges, actions taken, new hires and 
promotions, complaints or grievances, names of individuals deserving 
recognition 
 Forward information collected to team representative and ODI 
 Determine departmental mechanism to collect data required to support 
framework and monitor progress 
 
6. Dedicated Resources 
 Establish Team to support integration of framework into existing 
departments 
 Provide time for members participating on diversity team to complete tasks 
that support integration of framework 
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 Provide time for employees to attend training that supports integration of 
framework into department business practices 
 Determine requirements to achieve business plan objectives and identify 
specific financial and human resources required to implement departmental 
diversity and inclusion efforts necessary to meet business objectives 
 
7. Shared Responsibility, Individual Accountability 
 Communicate and build awareness in departments on roles and 
responsibilities of each employee in supporting and integrating the 
framework 
 Determine process to measure individual performance using evaluation 
criteria 
8. Education and Training 
 Provide time and encouragement to those interested in developing 
knowledge and skills to support integration of the diversity and inclusion 
framework 
 Identify desired department resource team 
 Resource diversity team to identify priority training areas in department 
 Create outline for ongoing integration into existing training and new training 
in development 
 
It is evident that the City of Edmonton’s priority was to build diversity and 
inclusion into every area of its organisation. This is supported by Field (2009) 
who states that to realise the full benefits of diversity, organisations must 
holistically align their diveristy with their organisational strategy from top to 
bottom. 
 
2.15.4 ACIB’s Business Model for Diversity Management 
The Australian Centre for International Business’ (ACIB) model for diversity 
management is portrayed in Figure 2.7. This business model, authored by 
Sammartino, O’Flynn and Nicholas (2002) addresses the role of diversity 
management capabilities in enabling effective teamwork. The model argues that 
diverse work teams, managed well, will outperform homogenous work teams 
and unmanaged diverse work teams. ACIB believes that diverse teams will 
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(a). Selecting and  
structuring teams 
(b). Working with existing  
diverse teams 
(c). Resourcing  
teams 
(d). Measuring team  
performance 
Business Model 
for Diversity 
Management 
outperform homogenous teams as they draw on a greater pool of ideas and 
because their interaction will produce better solutions. The challenge for 
business is to manage diverse teams effectively so as to harness these 
outcomes. 
Figure 2.7: ACIB’s Business Model for Diversity Management 
 
Source: Sammartino, O’Flynn and Nicholas (2002) 
 
(a) Selecting and structuring teams 
According to ACIB’s model for diversity management, the important steps when 
selecting and structuring teams are as follows: 
 
 Use existing diversity data 
 Consider desired work outcomes 
 Shortlist and select candidates 
 Inform teams of diversity rationale 
 
According to ACIB’s model, team members must be selected on the basis of 
their skill sets and expertise, and not their profiles. The model further purports 
that a clear vision of the desired outcomes of a team is a prerequisite for any 
diverse team. This is supported by Bassett-Jones (2005) who adds that the 
team must always be made aware of how diversity may contribute to that 
outcome. Bassett-Jones also asserts that, companies can sometimes only start 
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with a single diverse team because the positive work experiences within diverse 
teams will have positive spill over effects to the rest of the organisation. This 
may in turn generate broader support for greater diversity within the 
organisation. 
(b) Working with existing diverse teams 
According to ACIB’s model for diversity management, the key steps to working 
with existing diverse teams are: 
 Assess diversity 
 Assess team processes 
 
According to Sammartino, O’Flynn, and Nicholas (2002), best practice diversity 
management is about getting it right with existing diverse teams within the 
organisation. A good starting point is the investigation of the existing team 
processes. It is important to identify any problems arising from social 
categorisation, similarity and attraction, and information problems. 
(c) Resourcing teams 
ACIB’s model for diversity management highlights the important steps in 
resourcing teams as follows: 
 
 Assess needs 
 Provide communication training 
 Provide conflict management training 
 Encourage the valuing of differences 
 Develop team identity 
 Give the team time 
 
According to Dunlop and Lee (2004), the key to improving the performance of 
diverse work teams is providing the team members with the required skills to 
function effectively. Sufficient resources must be provided to guide diverse 
teams through early stage hurdles. Training of team leaders and members is 
important to the performance of those diverse teams. Furthermore, it is 
imperatives that teams understand the likelihood of conflict and of 
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communicative dissonance. However, as Harrison and Klein (2007) note, there 
needs to be recognition that some forms of conflict can be very constructive. 
Likewise, the value in different views and means of expression should be 
emphasised. 
(d) Measuring team performance 
ACIB’s model for diversity management puts forward that it is imperative to 
regularly measure team performance using the following steps: 
 
 Clarify a team vision 
 Set goals that encourage diversity management skills 
 Reward at a team level 
 
ACIB believes the team needs to have goals or targets that reflect the desired 
tasks at hand and which are linked to the strategic goals of the organisation. 
This is echoed by Hankin (2005) who states that such goals should reflect the 
value placed on new and innovative outcomes and the skills required when 
working in a diverse team. He adds that the goals should act to further 
strengthen the team’s sense of identity. Likewise it is important that rewards 
happen at a team level to encourage greater involvement of team members and 
avoid the pursuit of sub-optimal goals. 
2.15 CONCLUSION 
This chapter has provided a more detailed description on the examination of the 
problem statement and defined key concepts such as cultural diversity, and 
leadership paradigms. This chapter also drew attention on the importance, 
benefits, and challenges of cultural diversity as an organisational strategy based 
on existing literature. The author also articulated on existing cultural diversity 
management models.  
 
Chapter three will discuss the research methodology that is used in the 
empirical component of this study.  
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CHAPTER THREE 
RESEARCH METHODOLOGY 
3.1 INTRODUCTION 
In the previous chapter the literature concerning cultural diversity, leadership 
and management, classical leadership, transactional leadership, visionary 
leadership, transformational leadership was reviewed. 
 
The objective of chapter three is to discuss the research design of methodology 
applied to the empirical component of this study. Characteristics of the design 
and methodology are explored to describe the importance and quality of applied 
practices. Figure 3.1 illustrates the process of achieving objectives of research 
methodology in this study: 
Figure 3.1 Steps in achieving chapter three objectives 
 
Source: Greenfield (1996) 
Administering the questionnaire 
Describing population and survey sampling used in the study 
Explaining the development and design of the questionnaire for this study 
Describing the significance of validity and reliability of the measuring instrument 
used 
Discussing data collection instruments and extrapolating the chosen method for 
this study 
Discussing data collection instruments and extrapolating the chosen method for 
this study 
Defining and identifying process steps of research methodology 
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3.2  RESEARCH 
There are numerous definitions for the term ‘research’: 
 Kothari (2004) defines ‘research’ as a prototype that serves as an 
influence to current knowledge making for its development. 
 Greenfield (1996) describes it as an “art aided by skills of inquiry, 
experimental design, data collection, measurement and analysis, by 
interpretation, and by presentation”. A further skill, which can be 
acquired and developed, is creativity or invention.  
 Leedy and Ormrod (2005) further explain research as the methodical 
process of collecting, analysing, and interpreting data to enhance the 
comprehending phenomenon about which one is interested.  
3.3  RESEARCH METHODOLOGY 
Research methodology is a methodical way to resolve a problem (Rajasekar 
and Philominathan, 2006:3). It is a discipline of studying that explains research 
process. In essence, the processes by which researchers go about their work of 
describing, explaining and predicting phenomena are called research 
methodology. It is also described as the investigative methods by which 
information is acquired (McNabb, 2004:13). Its goal is to yield a working plan for 
the research. 
3.3.1 Research paradigm 
The researcher utilised a positivistic (quantitative) paradigm in this research. 
This means that the researcher used a quantitative methodology in the process 
of data collection.   
According to Leedy and Ormrond (2001:100) there are two main research 
paradigms, the phenomenological (qualitative) and positivistic (quantitative) 
paradigms. Polkinghorne (1989:331) describes the phenomenological paradigm 
as a research that focuses on human experiences and through existence of 
conscious awareness does it approach topics of interest to psychology. It “asks 
how meaning presents itself to experience” (Polkinghorne; 1989:45).  
 
Cohen, et al. (2000:46) elaborate more emphasising that qualitative paradigm is 
also used to gain insight into people's attitudes, behaviours, culture or lifestyles, 
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value systems, concerns, motivations, aspirations and to inform business 
decisions, how they communicate and research. In-depth interviews and focus 
groups are amongst the many used formal approaches. Qualitative research 
includes analysis of any unstructured material, including customer feedback 
forms, media clips, or reports. 
 
Al-Habil (2011:948) describes the quantitative paradigm as the research 
approach that is an official descriptive theory built from use of quantitative 
analysis and employment of empirical methods. According to Cohen et al, 
(2007:26) positivism looks to determine how people think, act, or feel. All the 
respondents need to be asked the same series of questions regardless of 
sample size. 
 
Quantitative paradigm is intended to establish, confirm, or validate relationships 
and to develop generalisations that contribute to theory. Quantitative research 
examples are street surveys; telephone interviews, door to door, and product 
placements. Cohen et al (2007:26) explain that the key aspect of this paradigm 
is the researcher’s separation of him or herself from the research emotionally. 
This is done to minimise researcher unfairness or bias. Table 3.1 outlines the 
main differences between the two research methods. 
Table 3.1: Positivistic versus Phenomenological research 
 Positivistic Research Phenomenological Research 
Purpose 
- To gain understanding of 
underlying reasons and 
motivations 
- To provide insights into the 
setting of a problem, 
generating ideas and/or 
hypotheses for later 
quantitative research to 
uncover prevalent trends in 
thought and opinion  
- To quantify data and generalise 
results from a sample to the 
population of interest 
- To measure the incidence of 
various views and opinions in a 
chosen sample 
Sample - Usually a small number of - Usually a large number of cases 
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 Positivistic Research Phenomenological Research 
non-representative cases 
- Respondents selected to 
fulfil a given quota 
representing the population of 
interest at least 30 
- Randomly selected respondents  
Data 
collection 
- Unstructured or semi-
structured techniques e.g. 
individual depth interviews 
or group discussions 
- Structured techniques such as 
interviews 
Data 
analysis 
- Non-statically  - Statistical, in the table format 
- Findings are conclusive and 
usually descriptive in nature  
Outcome 
- Exploratory or investigative 
- Findings are inconclusive 
- Develop understanding and 
sound base for further 
decision-making 
- Used to recommend a final 
course of action 
Source: Qweleka (2009:85) 
 
One of the strengths of quantitative methodology is it lets the facts speak for 
themselves (Qweleka, 2009). This means that statistical evidence should be 
presented in way that is objective as opposed to qualitative methodology, which 
emphasizes subjectivism (Neuman, 2000). The relationships of the different 
variables will be tested concerning views of the employees. The opinions 
collected are subjective, but the subjectivity is reduced by converting the 
responses into empirical data. Anonymity and privacy is ensured throughout this 
study.  
3.4 RESEARCH SAMPLE 
Frey, Botan, Friedman, and Kreps (2000) define a sample as a “subgroup of the 
population that is selected to participate in the research”. A population consists 
of “all the elements (people, products, organisations, markets, etc.) of a 
problem”. Southwood (2003:10) argues that practically it is not always possible 
to collect data on all observations in a population. A subset of all observed 
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observations called a sample is usually gathered on the random variable. The 
sample has to be carefully selected so that the researcher is able to realise all 
characteristics of the total population, in the same relationship that it would be 
seen if a total population was inspected (Leedy and Ormrod, 2010). 
According to Wegner (2001:170) there are two basic methods of sampling: 
 Non-probability sampling methods; and 
 Probability sampling methods. 
3.4.1 Non-probability Sampling 
Non-probability sampling is a sampling technique in which units of the sample 
are selected on the basis of personal judgement or convinience (Zikmund and 
Babin, 2007:413). According to Cant, Gerber-Nel, Nel, and Kotze, (2003) there 
are four non-probability sampling methods: 
 Convenience sampling 
The researcher selects the elements for convenience sampling. 
Convenience sampling is the least expensive and least time consuming 
of all sampling methods. One disadvantage of convenience sampling is 
that it has the potential for selection bias. 
 Judgement sampling 
In this form of sampling, elements are selected according to the 
judgement of the researcher. Judgement sampling may be done 
relatively cheaply compared to other sampling methods and it can be 
done quickly. It is best suited to small samples. It is important to note that 
general conclusions about the population cannot be made easily with this 
sampling method. 
 Quota sampling 
This sampling is used when the sample is divided into quotas, of which 
characteristics of interest represent the population. These quotas may be 
in the form of gender and age, and the proportions within the quota will 
be the same as those in the general population. The limitations of quota 
sampling are that respondents may be ignored because, for example, of 
where they live or their appearance. 
 64 
 
 Snowball sampling 
In this type of sampling, an initial group of respondents is selected. 
These respondents refer the researcher to other respondents within the 
target population after they have been interviewed. This process is 
continued when those respondents refer more respondents, causing a 
snowball effect. This sampling method is used for example when names 
of potential respondents are not readily available. 
3.4.2 Probability Sampling 
Zikmund and Babin (2007:413) describe probability sampling as a technique in 
which every member of the population has a known, nonzero probability of 
selection. The following are probability-sampling techniques (Wegner, 2001): 
 
 Simple random sampling: each observation in the entire population has 
an equal chance of being selected; 
 Systematic random sampling: some randomness is sacrificed. Sampling 
begins by randomly selecting the first observation and thereafter 
subsequent observations are selected at a uniform interval relative to the 
first observation; 
 Stratified random sampling: if the population is regarded as being 
heterogeneous with respect to the random variable under study, the 
population can be divided into segments or strata where the sampling 
units in each stratum are relatively homogenous; and 
 Cluster random sampling: the population is divided into clusters, where 
each cluster is similar in profile, to every other cluster. 
 
For the purpose of this research random sampling has been identified as the 
most significant. Random sampling is part of the probability group of sampling 
techniques.  
 
The population from which the sample will be drawn from encompasses 477 
people from the VWSA Paintshop. The sample will be made up of both males 
and females across as wide an age spectrum as possible. This is in an attempt 
to prevent bias.  
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Respondents were chosen from various levels and functions from the 
production, administration and management functions. These included 
managers, hourly rated employees (operators and artisans), salaried staff, 
supervisors, team leaders, and specialists.  Random sampling shares a historic 
tradition with quantitative research. Its strength is to include different elements 
of the population examined and draw a sample from it. It is for this reason 
primarily that this method was selected. 
3.5 DATA GATHERING 
A questionnaire will be used as an instrument for data collection in gathering the 
primary data. Using questionnaires in research is part of the practice of 
quantitative methodology. Hence, it was chosen as a research instrument. In 
addition, the questionnaire is selected as a data-gathering tool because it allows 
for a uniform answering style and is quicker and easier to administer and 
analyse (Leedy and Ormord, 2001).  
 
In terms of its design, closed questions were used to simplify the 
communication of the information and the ease of answering the questions. The 
questionnaire will be hand distributed internally to employees with a covering 
letter. The design of a questionnaire is critical to ensure that the correct 
research questions are addressed and that accurate and appropriate data for 
statistical analysis are collected (Wegner, 2001). The author further elaborates 
that the construction of questions is determined by factors such as content, type 
of wording, format, and the order of words.  
 
Kotler (2000) highlights that when preparing a questionnaire, the form, wording, 
and sequence of questions should be carefully chosen. It is important to note 
that the form of the question asked can influence the response.  
Distinction should be made between open-end and closed-end questions. 
Closed-end questions pre-specify all the possible answers. These types of 
questions provide answers that are easier to interpret and tabulate. Open-end 
questions allow respondents to answer in their own words. They often reveal 
more because they do not contain the interviewer’s answers.  
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Closed-end ended questions will be used for this study, as respondents will be 
supplied with all the possible answers. At the end of the questionnaire, the 
respondents will be asked a single open-ended question to raise their views 
regarding cultural diversity in the workplace. 
 
According to White, Jennings, Renwick and Barker (2005), the advantage of 
using closed-end questions is that there’s greater precision and uniformity, they 
are easier recall for the respondent, and are easier for the researcher to code 
and analyse than open-ended questions. The authors further outline how the 
use of open-ended questions tends to complement the closed ended questions 
and vice-versa to help produce stronger analyses. 
 
Leedy and Ormrod (2001) suggest that the following guidelines be used for 
developing a questionnaire that encourages people to be co-operative and 
yields responses one can use and interpret: 
Keep it as brief as possible; 
 Use simple, clear, unambiguous language; 
 Check for unwarranted assumptions implicit in your questions; 
 Word your questions in ways that do not give clues about preferred or 
more desirable responses; 
 Check for consistency; 
 Determine in advance how you will code your responses; 
 Keep the respondents’ task simple; 
 Provide clear instructions; 
 Give rationale for any items whose purpose may be unclear; 
 Make the questionnaire attractive and professional looking; 
 Conduct a pilot test; and 
 Scrutinise the almost-final product carefully to make sure it addresses 
your needs. 
According to Wegner (2001) a questionnaire should consist of three sections: 
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 The administrative section that is used to record the identity of the 
respondent and the interviewer by name, date, and address, and where 
the interviews were conducted; 
 
 The demographic or classification section that describes the respondent 
by a number of demographic characteristics which generally include age, 
gender, residential location, marital status, language, and qualification. 
 The information sought section makes up the major portion of the 
questionnaire and consists of all questions, which will extract data from 
respondents to address the research objectives. 
 
According to Cant, et al. (2003) the questionnaire content, structure, wording, 
sequence, and layout should be considered when compiling questionnaires as 
in the following: 
3.5.1 Question content 
All the information collected in a questionnaire must be relevant. The use of 
double-barreled questions should be avoided (Cant et al., 2003). 
 
3.5.2 Question structure 
Researchers need to decide whether they want to use open-ended or fixed 
alternative question response formats. They need to know what research must 
be done and what kind of information required. Where applicable, it is essential 
that all categories are mutually exclusive and questions do not overlap. If 
respondents have to select one alternative and the options available overlap, 
this will significantly reduce the accuracy and validity of the data (Cant, et al., 
(2003). 
3.5.3 Question wording 
Researchers should make sure that they define the issue when asking 
questions. The questions must be asked in a simple way that will be easily 
understood. Leading questions must not be asked, if a question suggests a 
certain response the respondent is likely to come up with that answer. Vague 
wording must be avoided. Researchers should use specific words or phrases 
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when asking questions. Likewise, questions that imply alternatives should be 
avoided. 
 
3.5.4 Question sequence 
Generally, the first question should be interesting and easy to answer. This will 
motivate the respondent to continue answering the questionnaire, as they will 
have been put at ease. Ask general questions before asking specific questions. 
This reduces biased responses. Basic questions about the research should be 
asked first. Sensitive, embarrassing, complex and/or dull questions should be 
asked later in the questionnaire. 
3.5.5 Questionnaire layout 
The questionnaire must be professionally laid out without overcrowding. 
Additionally, there must be enough space for the respondent to write. Questions 
should not run over two pages, as this may confuse the respondent. 
Furthermore, the question may be ignored thereby increasing non-response. 
The questionnaire must be designed to be as short as possible with a logical 
flow thereby making it easy for respondents to complete. 
 
The questionnaire developed for the study was designed based on a Likert type 
scale. Struwig and Stead (2001) state that the Likert type scale is preferred to 
other forms of questions, such as dichotomous or open-ended questions, as the 
Likert scale provides ordinal data. The following Likert type scale will be used: 
 Strongly agree (1) 
 Agree (2) 
 Neither agree nor disagree (3) 
 Disagree (4) 
 Strongly disagree (5) 
3.6 VALIDITY AND RELIABILITY 
Joppe (2000:1) and Golafshani (2003:599) state that validity determines 
whether the research truly measures what it was intended to measure or the 
legitimacy of the research results. Wainer and Braun (1998) describe the 
validity in quantitative research as “construct validity”. The construct is the initial 
concept, notion, question or hypothesis, which identifies the data to be collected 
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and the way it should be collected. A pilot study for the questionnaire was 
distributed by hand to six employment equity forum staff and VWSA staff to 
assess validity. 
 
Greenfield (1996) describes pilot studies (also known as feasibility studies) as 
mini versions of the actual study. They provide a simulation platform for a 
particular research instrument such as a questionnaire or interview. While 
piloting does not guarantee success of the actual instrument, it fulfills a variety 
of imperative purposes and can offer significant insights for the researcher. This 
increases the probability of study‘s success. 
The mandate of the piloted respondents was to read the questionnaire cover 
letter and complete the questionnaire. The author’s objective in conducting this 
pilot study was to answer the following questions: 
 Are all the words and phrases easy to understand?  
 Do the questions measure what they are supposed to measure?  
 Are the questions interpreted in the same way by all the respondents?  
 Do respondents properly follow instructions?  
 Does questionnaire create an impression that encourages individuals to 
respond?  
 How long does it take to complete the questionnaire?  
 Does the questionnaire collect the required data?  
 Does the questionnaire contain any mistakes, technical or grammatical?  
The results of the pilot study were satisfactory. Technical issues, which were 
highlighted during the study, were some spelling mistakes and separating 
questions which contained “and” as singular questions.  
Leedy and Ormrod (2001) argue that validity of a measurement instrument is 
the extent to which the instrument measures what it is supposed to measure. It 
takes different forms, each of which is important in different situations: 
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 Face validity is the extent to which, on the surface, an instrument looks 
like it is measuring a particular characteristic; 
 Content validity is the extent to which a measurement instrument is a 
representative sample of the content area being measured; 
 Criterion validity is the extent to which the results of an assessment 
instrument correlate with another, presumably related measure; and 
 Constructive validity is the extent to which an instrument measures a 
characteristic that cannot be directly observed but must instead be 
inferred from patterns in people’s behaviour. 
 
Leedy and Ormrod (2001) further highlight that something can be measured 
accurately only when it can be measured consistently. Meaning that, in order to 
have validity, there must also be reliability. The authors also stress that the 
more valid and reliable the measurement instruments are, the more likely 
appropriate conclusions can be drawn from the data collected and, thus solve 
the research problem in a credible fashion. 
 
Reliability refers to consistency and/or repeatability of the measurement; in 
other words, consistency can relate here to the questionnaires being clear and 
well defined in order to not confuse the respondents. Repeatability here means 
that if researchers have findings from a group they should be able to repeat the 
survey and get exactly the same results (Golafshani, 2003:598).  
Leedy and Ormrod (2001) argue that the reliability of a measuring instrument is 
the extent to which it yields consistent results when the characteristic being 
measured has not changed.  
The following are forms of reliability that are frequently of interest in research 
studies (Leedy and Ormorod, 2010): 
- Interpreter reliability is the extent to which two or more individuals 
evaluating the same product or performance give identical judgments; 
- Test-retest reliability is used to assess the consistency of a measure 
from one time to another 
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- Parallel-forms reliability is use to assess the consistency of the results of 
two tests constructed in the same way from the same current domain 
- Internal consistency reliability is used to assess the consistency of 
results across items within a test. 
 
The reliability of the questionnaire for this study was assessed using 
Cronbach’s alpha coefficient (Field, 2009). According to Arnolds (2012:2), 
Cronbach’s alpha coefficient equivalent and above 0.5 is acceptable for basic or 
exploratory research. That will also apply to this study. 
3.7 ETHICAL MEASURES 
The researcher has upheld all the ethical requirements for undertaking an 
empirical research. All required ethical clearances were obtained and 
respondent participation in the research was voluntary. Respondents will be 
kept anonymous in order to ensure confidentiality (Mouton, 2001).  
3.8 RESPONSE RATE 
250 questionnaires were distributed to the VWSA paintshop. Only 200 
responses were received. Table 3.2 indicates the number of questionnaires 
returned from each department. The response rate is 80 percent.  
 
Table 3.2: Response rate 
Department Questionnaires issued  Returned questionnaires 
Maintenance 15 11 
Process 20 19 
Production 200 162 
Quality 10 7 
Other 5 1 
Total 250 200 
Source: Constructed by author 
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3.9 DATA ANALYSIS 
Mr. Danie Venter (statistician from NMMU) advised the researcher to use excel 
with Visual Basic Macros (VBS) as a software program for the quantification of 
data. 
  
3.10 CONCLUSION 
This chapter has explained the research methodology used in the study. During 
the discussion on the methodology, special attention was given to the 
development and administration of the questionnaire and the selection of the 
sample.  
 
In the next chapter, the results of the study will be presented and analysed. 
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CHAPTER FOUR 
EMPIRICAL RESULTS 
4.1 INTRODUCTION 
The previous chapter indicated the research methodology used for the study. It 
also detailed the development of the questionnaire to be used for the study‘s 
data collection. The purpose of this study is to investigate leadership strategies 
that can be adopted to enhance organisational competitiveness through 
embracing cultural diversity. 
 
In this Chapter the empirical results of the study are reported. The sample size 
was 200 respondents. 
4.2  VALIDITY AND RELIABILITY 
4.2.1  Validity 
To assess validity, a pilot study for the questionnaire was distributed by hand to 
six employees. These six employees comprised of employment equity forum 
staff and VWSA staff. 
 
The results of the pilot study were satisfactory. The only technical issues 
highlighted during the study were:  
 some spelling mistakes and  
 the need to separate items which contained “and” to singular questions.  
 
4.2.2 Reliability 
The reliability of the questionnaire for this study was assessed using 
Cronbach’s alpha coefficient (Field, 2009). While there exists a variety of 
reliability coefficients, the researcher opted for Cronbach’s alpha because it is 
one of the most frequently utilised reliability coefficients in the research arena 
(Gliem and Gliem, 2003). 
As it represents a bi-variance ratio, the theoretical value of alpha tends to vary 
from zero to one. According to de Vaus, (2002: 33), “Alpha equals zero when 
the true score is not measured at all and there is only an error component, while 
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alpha equals one when all items measure only the true score and there is no 
error component.” 
 
According to Gliem and Gliem (2003), higher values of alpha are more 
desirable. As a general guideline, most researchers call for an alpha coefficient 
value of 0.70 and above before they will employ an instrument. However some 
researchers such as Arnolds (2012:2) accept Cronbach’s alpha coefficients 
above 0.50 as satisfactory for basic or exploratory research. The researcher will 
also apply the 0.50 coefficient threshold to this study. 
 
Table 4.1: The study’s Cronbach’s alpha values 
Variables based employees' beliefs about: Factor 
Cronbach's 
alpha 
Cultural diversity at work in general F-BCDG 0,34 
Classical leadership F-BLC 0,31 
Transformational leadership F-BLTf 0,25 
Transactional leadership F-BLTs -0,03 
Visionary leadership F-BLV 0,08 
Variables based on employees' perceptions 
regarding current scenario at the workplace 
(own team) with regard to: 
Factor 
Cronbach's 
alpha 
Cultural diversity at work in general F-CDG 0,33 
Classical leadership F-LC 0,19 
Transformational leadership F-LTf 0,25 
Transactional leadership F-LTs -0,14 
Visionary leadership F-LV 0,45 
 
As shown in Table 4.1, none of the Cronbach's alphas are greater than 0.50, 
which is the minimum value deemed acceptable as proof of reliability. Factor F-
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LV (Visionary Leadership based on employee’s perceptions regarding the 
current scenario at the workplace) was the closest to the 0.50 minimum with a 
Cronbach’s alpha value of 0.45.  
 
When the Cronbach's alpha values for some subsets falls below the stipulated 
0.50 threshold, the common decision is to delete the relevant question(s) in the 
subset to increase the Cronbach's alpha beyond this threshold. As directed by 
this standard procedure, the researcher deleted the applicable questions in an 
attempt to increase the alpha coefficient values shown in Table 4.1. The 
Cronbach’s alphas however remained below 0.50.  
 
It would be reasonable to assume that the low alpha coefficient values are a 
clear indication that the questionnaire has failed the reliability test. However, Yu 
(2001) argues that Cronbach's alpha does not measure reliability, but rather 
internal consistency. He adds that a low internal consistency does not 
automatically mean that there is low reliability; that in, say, formative measures, 
one can even get negative internal consistencies, while the measure itself is 
actually reliable. As such, it is worth discussing the possible reasons for the 
resultant low Cronbach’s alpha values in this study. 
 
4.2.3 Possible reasons for the study’s low Cronbach’s alphas 
The Cronbach’s alpha values tend to be low when responses to a scale are 
determined by more than one underlying latent variable. This is most likely the 
case with this study. There are most likely various causative factors driving 
employees’ perceptions of cultural diversity especially with respect to the 
management personnel of their organisation. 
 
Another possible reason for the low Cronbach’s alpha values is the 
questionnaire’s multidimensional structure. According to Larsen et al. (2013:79) 
and Daleka (2007:14), when a single question can be interpreted differently by 
various respondents, the Cronbach’s alpha is affected. This is very likely in the 
case of this study which talks to issues of cultural diversity. It may be that 
different cultures interpret questions differently, which in turn leads to reduced 
alpha values.  
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The study investigates employees’ perceptions and beliefs in respect to the 
current situation in their workplace. Borsboom (2005) argues that perceptions 
essentially capture “how one is feeling at a given time, in a given situation”. As 
such, if ever the questionnaire was to be redistributed to the same respondents 
at a different time, the answers would be influenced by the current situation at 
that point in time. 
4.3  ANALYSIS AND PRESENTATION OF BIBLIOGRAPHICAL DATA 
Section A of the questionnaire contains questions to acquire the biographical 
data of the respondents. The questions related to their gender, age, cultural 
classification, qualification, length of service within VWSA, their department, 
and their position within the organisation. 
  
The first question required respondents to specify their gender. The results are 
shown in Figure 4.1. 
 
Figure 4.1: Gender of respondents 
 
Of the 250 questionnaires distributed, 50 questionnaires were not returned. The 
larger quantities of respondents were males, who made up 77% of the 
responses. This was expected as the VWSA Paint Shop is largely dominated by 
males due to nature of the jobs. The remaining 23% were females. 
Male, 155,  
77% 
Female, 45, 
23% 
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4.3.1 Age 
Question two required respondents to indicate their age. The result is reflected 
in Table 4.2. 
Table 4.2: Age 
Age Response Frequency Percentage 
< 20 2 1 
20-29 39 19.5 
30-39 98 49 
40-49 49 24.5 
50-59 12 6 
Total 200 100% 
 
The results indicate that about 49 percent of the respondents are between the 
age of 30 and 39 years of age. This is a representation of the majority of the 
group. 
 
4.3.2 Cultural classification  
Question three required respondents to indicate their cultural classification 
according to their cultural groups. The results are captured in Table 4.3. 
 
Table 4.3: Cultural classification 
Cultural Classification 
Response 
Frequency 
Percentage 
English 14 7 
Afrikaner 18 9 
Xhosa 117 58.5 
Zulu 6 3 
Sotho 14 7 
Venda 3 1.5 
Coloured 28 14 
Total 200 100% 
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The majority of respondents were Xhosa people with 58.5% of the responses. 
They were followed by Coloureds and Afrikaners who made up 14% and 9% of 
the respondents respectively. English and Sotho employees each contributed 
7% of the responses while Zulus and Vendas made up 3% and 1.5% of the 
respondents respectively. Figure 4.2 represents the respondents grouped into 
South Africa’s three main racial classifications. 
Figure 4.2: Respondents according to racial groups  
 
As can be seen in Figure 4.2, 70% of the respondents were black, 16% of the 
respondents were white and 14% of the respondents were coloured. This is a 
true reflection of Eastern Cape Province population. However, there were no 
Indian respondents. 
 
4.3.3 Highest level of education 
Question four required respondents to stipulate their highest qualification. The 
results are captured in table 4.4. 
 
 
 
 
 
White, (32), 
16% 
Black, (140), 
70% 
Coloured, 
(28), 14% 
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Table 4.4: Highest level of qualification 
Highest Level of Qualification Response Frequency Percentage 
Matric 126 63 
Diploma 47 23.5 
Degree 21 10.5 
Post graduate 6 3 
Total 200 100% 
  
The results show that 63 percent of respondents have a matric qualification as 
their highest level of education. 23.5 percent of the respondents possess a 
diploma, 10.5 percent of the respondents have a degree and only 3 percent 
have a post graduate qualification. 
 
4.3.4 Length of Employment  
Question two needed respondents to specify their length of employment in 
VWSA Paint Shop. The data is captured in Table 4.5. 
 
Table 4.5: Length of employment 
Length of Employment 
Response Frequency 
Percentage 
0-4 16 8% 
5-9 102 51% 
10-19 56 28% 
20 or more 26 13% 
Total 200 100% 
 
The largest proportion of respondents (51 percent) had been with VWSA for five 
to nine years.  
 
4.3.5 Department 
Question five needed respondents to specify the department they belonged to 
in the VWSA Paint Shop. The data is captured in table 4.6. 
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Table 4.6: Department 
Department Response Frequency Percentage 
Maintenance 11 5.5 
Process 19 9.5 
Production 162 81 
Quality 7 3.5 
Other 1 0.5 
Total 200 100% 
 
The production department comprised of the largest proportion of 81 percent of 
the respondents. The remaining 19 percent of the respondents are considered 
to be supporting functions (indirect labour) to production (direct labour). 
 
4.3.6 Position in organisation 
Question six required respondents to indicate the position they hold in VWSA 
paint shop. The data is summarized in Table 4.7. 
 
Table 4.7: Position in organisation 
Position Response Frequency Percentage 
Hourly-Paid 138 69 
Salaried Staff 32 16 
Team Leader 9 5 
Specialist 4 2 
Supervisor 11 6 
Manager 6 3 
Total 200 100% 
 
The largest proportion of respondents were hourly-paid employees making up 
69 percent of the sample. These hourly-paid employees consist of direct line 
workers, administrators, technicians and artisans. Some of the specialists have 
people reporting to them. As such, team leaders, specialists, supervisors and 
managers make up 31 percent of the first part of line management. 
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4.4  EMPIRICAL RESULTS: Chi² STATISTICS BY DEMOGRAPHIC 
VARIABLE  
The Chi-squared statistic was used to test whether there exists a relationship 
between the independent variable and the dependent variables of the study. 
The significance value for the analysis was set at five percent (0.05). Where the 
p-value was less than 0.05, the null hypothesis was rejected at a 95 percent 
confidence level. 
 
Factor scores were not possible to calculate due to the Cronbach’s alphas not 
meeting the minimum criterion for acceptable reliability. The analysis for this 
study was conducted at an item level. Ten items were chosen from perception 
and current scenarios. The ten selected items are illustrated on Table 4.8. 
 
Table 4.8: Items for Chi² statistical analysis  
 Variable Perception Current scenario 
Section B 
Cultural 
diversity at 
work 
Cultural diversity 
education would make 
it easier to resolve 
conflicts in my team 
There is a cultural split 
in my team 
 
Section C 
Classical 
leadership 
A dominant leadership 
style is discouraging 
for a culturally diverse 
team 
 
My superior is very task-
orientated, he/she 
places a strong 
emphasis on getting the 
task done 
Section D 
 
Transactional 
leadership 
Rewards improve the 
performance of 
culturally diverse 
teams 
 
My superior explains to 
my team the 
organisational needs 
that will yield a promised 
reward if the needs are 
met 
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Out of the ten chosen questions there are only three instances where a 
demographic variable was significantly related to an item. Strongly agree and 
agree categories were combined into positive, while neither agree nor disagree, 
disagree and strongly disagree were combined into neutral/negative 
(Neutral/Neg). The three instances where a demographical variable was related 
to the item are as follows: 
4.4.1 The influence of transformational leadership and age on cultural 
diversity 
The null and alternative hypotheses formulated for this relationship were as 
follows: 
 
HO4 = There is no relationship between cultural diversity and transformational 
leadership paradigm 
HA4 = There is a relationship between cultural diversity and transformational 
leadership paradigm 
 
Item 1: Transformational leadership: A leader’s ability to see and treat individual 
employees as important assets is a necessity when managing cultural diversity 
 Variable Perception Current scenario 
Section E 
Visionary 
Leadership 
 
Culturally diverse 
teams are more likely 
to look past their 
cultural differences 
when involved in 
vision creating process 
There is a clear and 
compelling vision in my 
team 
 
Section F 
Transformatio
nal 
leadership 
A leader’s ability to 
see and treat 
individual employees 
as important assets is 
a necessity when 
managing cultural 
diversity 
My superior encourages 
creativity when 
developing ideas or 
working through 
challenging obstacles 
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The empirical results in table 4.9 show that transformational leadership and age 
exerts a significant positive influence (²= 6.27, p = 0.043) on cultural diversity. 
In terms of this result the null hypothesis (HO4) is not supported, while the 
alternative hypothesis (HA4) is supported. It is thus reasonable to infer that the 
more this type of leadership style is promoted, the more cultural diversity will be 
embraced at VWSA. 
 
The results of the study with respect to transformational leadership (i.e. ²= 
6.27, p = 0.043) are supported by Kearny and Gebert (2009) who argue that 
transformational leadership can assist in transforming cultural differences 
among team members into an asset rather than a liability. Like this study, their 
study suggested that transformational leadership can foster the use of the 
potential benefits entailed by a team’s diversity. 
 
As shown in Figure 2.3, one of a transformational leader’s traits is their ability to 
show sensitivity to the individual needs of their team members. This trait was 
analysed as an item level and was seen to support that alternative hypothesis 
regarding transformational leadership. Like the researcher, authors Jackson, 
Joshi, and Erhardt (2003) also affirm that this trait makes transformational 
leaders ideal for leading culturally diverse teams. This is because with diversity 
comes a need for individualised attention. 
 
Table 4.9: Contingency Table - Transformational leadership and age 
Age Positive Neutral/Neg Total 
Below 30 35 85% 6 15% 41 100% 
30-39 87 89% 11 11% 98 100% 
40 and above 45 74% 16 26% 61 100% 
Total 167 84% 33 17% 200 100% 
(Chi² (d.f. = 2, n = 200) = 6.27; p = 0.043; V = 0.18 Small) 
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4.4.2 Transformational leadership and highest qualification on cultural 
diversity 
The empirical results in table 4.10 show that transformational leadership and 
highest qualification exert a significant positive influence (²= 8.12, p = 0.017) 
on cultural diversity. In terms of this result the null hypothesis (HO4) is not 
supported, while the alternative hypothesis (HA4) is supported. 
 
Item2: A leader’s ability to see and treat individual employees as important 
assets is a necessity when managing cultural diversity 
 
Table 4.10: Contingency Table - Highest Qualification 
Highest Qualification Positive Neutral/Neg Total 
Matric 105 83% 21 17% 126 100% 
Diploma 35 74% 12 26% 47 100% 
Degree/Post.Grad. 27 100% 0 0% 27 100% 
Total 167 84% 33 17% 200 100% 
(Chi² (d.f. = 2, n = 200) = 8.12; p = 0.017; V = 0.20 Small) 
 
As show in Table 4.10 below, 100% of respondents whose highest qualification 
was at degree level all strongly agreed or agreed on the importance of cultural 
diversity. Webb-Halpern (2003) found that higher education may increase 
tolerance on specific issues including cultural diversity. She argues that the 
more education one received, the more exposed to different cultures and 
backgrounds they are more likely to be. 
The empirical results in table 4.10 highlights the importance of education on 
cultural diversity confirming that transformational leadership and highest 
qualification has a positive effect on cultural diversity (²= 8.12, p = 0.017). 
 
4.4.3 Transactional leadership and length of employment at VWSA on 
cultural diversity 
The null and alternative hypotheses formulated for this relationship were as 
follows: 
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HO2 = There is no relationship between cultural diversity and transactional 
leadership paradigm. 
HA2 = There is a relationship between cultural diversity and transactional 
leadership paradigm. 
 
The empirical results in table 4.11 indicate that transactional leadership and 
length of employment exert a significant positive influence (²= 5.06, p = 0.025) 
on cultural diversity. Eighty three percent of the respondents that had been with 
VWSA for the period of up to nine years agreed to the fact that rewards can 
improve performance on culturally diverse teams. 
 
Item 3: Rewards improve the performance of culturally diverse teams 
 
Table 4.11: Contingency Table - Length of employment at VWSA 
VWSA years Positive Neutral/Neg Total 
0 to 9 83 70% 35 30% 118 100% 
10 or more 69 84% 13 16% 82 100% 
Total 152 76% 48 24% 200 100% 
(Chi² (d.f. = 1, n = 200) = 5.06; p =0.025; V = 0.16 Small) 
 
The item analysed with regard to the perceptions on Transactional Leadership 
was “Rewards improve the performance of culturally diverse teams”. This 
perception is supported by Ayman and Korabik (2010) who argue that a reward-
for-work system may also suit multicultural teams as the concept of reward-for-
work is broadly identifiable by most individuals regardless of cultural 
background. They also add that the concept of reprimand for failure to meet the 
set goals resonates with most people irrespective of cultural background.  
 
The corresponding “current situation” item tested was “My superior explains to 
my team the organisational needs that will yield a promised reward if the needs 
are met”. 70% of employees that have been at the organisation for up to nine 
years and 84% of those that have been there for over 10 years agreed (or 
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strongly agreed) that this was the case. This item is a key tenet of a 
transactional leader thus suggesting the suitability of this type of leadership 
when managing cultural diversity. 
4.5 ANALYSIS AND PRESENTATION  
The responses were also separated into two. Some were placed under beliefs 
whilst others were placed under current situation. However, the wording of 
some items was in the reverse direction of the general trend. 
 
The analysis and interpretation of the results from Section B of the 
questionnaire are presented in this section. The results were obtained from the 
questionnaire using a five point Likert-type scale with groupings being:  
 
 1 = Strongly agree,  
 2 = Agree,  
 3 = Neither agree nor disagree,  
 4 = Disagree,  
 5 = Strongly disagree. 
 
The empirical results are summarised in Tables 4.12 to 4.21. The results are 
presented in the form of means, and standard deviation.  
 
The mean (or average) is a measure of the central tendency of a sample. 
Standard Deviation provides an indication of how far the individual responses to 
a question vary or deviate from the mean. 
The mean is the primary statistic for the analysis and interpretation. When the 
mean is equal to two or less, the term is deemed favourable, three is neutral 
and above three means the statement is unfavourable. 
 
4.5.1 Perceptions about the cultural diversity at work 
Table 4.12 demonstrate responses regarding perception about cultural diversity 
at VWSA. 
 87 
 
Table 4.12: Mean and Standard Deviation (Perception on cultural diversity 
at work) 
Statement Mean 
Standard 
Deviation 
Understanding colleagues cultures makes me 
better at my job 
1.99 0.93 
I believe that cooperation can be strengthened 
through embracing cultural diversity in my team 
1.79 0.83 
A culturally diverse workforce makes the 
organisation more appealing to customers 
1.83 0.72 
Cultural diversity education would make it 
easier to resolve conflicts in my team 
1.83 0.87 
 Sample size =200 
 
Table 4.12 indicated a mean response of 1.83 with a standard deviation of 0.72 
on the statement “a culturally diverse workforce makes the organisation more 
appealing to customers”. Therefore the statement is favourable. This means 
that getting to know colleagues’ cultures would facilitate in minimising 
misunderstandings and assumptions about others. According to Grobler (1996) 
employees who recognise others’ differences often identify similarities, 
particularly when there are common goals, production and quality.  
 
This also indicates that there is a willingness to learn about various cultures 
amongst workers. This goes hand in hand with the finding of respondents 
agreeing that understanding colleagues’ cultures helps the workers perform 
their jobs better. This statement had a mean response of 1.99 with a standard 
deviation of 0.93. Cox and Blake (1991) add to this result by stating that 
employees who recognise strengths and talents that cultural diversity brings to 
the workplace tend to respect their colleagues.      
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A mean response of 1.83 (standard deviation = 0.72), respondents answered 
favourably to the statement “a culturally diverse workforce makes the 
organisation more appealing to customers”. A culturally diverse organisation 
may gain a marketing edge because it understands different cultural groups. 
 
Table 4.13: Mean and Standard Deviation (Current scenario on cultural 
diversity at work) 
Statement Mean 
Standard 
Deviation 
Cultural diversity promotes mutual respect 
among employees in my organisation 
1.96 1.07 
My superior understands cultural diversity 1.99 0.81 
The diverse cultures in my team improve our 
performance 
2.11 0.82 
The cultural diversity in my team improves team 
performance 
2.13 0.94 
My culture is respected at my workplace 2.45 1.03 
Cultural diversity makes it difficult to reach an 
agreement on a particular course of action 
2.51 1.10 
My superior takes an active interest in my culture 3.11 1.30 
There is a cultural split in my team 3.45 1.16 
 Sample size = 200 
For the statement “there is a cultural split in my team”, Table 4.13 indicates a 
mean response of 3.45 with a standard deviation of 1.16 of respondents. The 
respondents identified it as unfavourable. It therefore appears that the majority 
of employees do not see nor feel any cultural divisions within their teams.  
Mean equalling to 3.11 and standard deviation amounting to 1.30 means the 
resultant of respondents was neutral with the statement that their superior takes 
an active interest in their culture. Even though the respondents felt neutral 
 89 
 
about their superiors taking no interest in the cultures, a mean response of 1.99 
with a standard deviation of only 0.81 indicated that respondents favoured their 
superior understanding cultural diversity. 
 
This finding suggests that, whilst the management personnel at the organisation 
has an understanding of cultural diversity, they do not use that understanding to 
actively take an interest in their employees’ cultures. 
 
The respondents indicated that cultural diversity makes it difficult to reach 
consensus on a particular course of action, this is supported by a mean of 2.51 
and a standard deviation of 1.10. This finding is in agreement with Hankin 
(2005) who argues that team conflict is more likely in teams that embody a 
diverse number of cultures. He adds that these difficulties in reaching 
consensus can lead to disruption in productivity, reduced teams moral, and 
deep seeded divisions within the teams that may be costly for the organisation 
to correct. 
  
Table 4.13 also indicates that respondents were in agreement with the idea that 
cultural diversity improves team performance with a mean of 2.11 and standard 
deviation of 0.82. This is in concert with Cox and Blake (1991) who concluded 
that organisations can expect improved creativity and problem solving from a 
culturally diverse workforce.  
 
Mean of 1.96 (standard deviation=1.07) represents the respondents favour the 
statement that “cultural diversity promotes mutual respect among employees at 
VWSA”. This indicates that employees enjoy the heterogeneity of cultures.  
Table 4.14: Mean and Standard Deviation (Perception on classical 
leadership) 
Statement Mean 
Standard 
Deviation 
Creativity is not essential when leading a culturally 
diverse team 
3.30 1.15 
 90 
 
Statement Mean 
Standard 
Deviation 
A dominant leadership style is discouraging for a 
culturally diverse team 
2.32 1.25 
Culturally diverse teams work best when led by a 
leader who consults them on team decisions 
1.67 0.77 
Employee empowerment is essential when 
leading a culturally diverse team 
2.14 1.09 
Sample size =200 
Table 4.14 shows that the respondents gave a favourable response when 
asked if they felt employee empowerment was essential when one is leading a 
culturally diverse team. This finding (mean = 2.14, standard deviation = 1.09) is 
supported by Leveson et al. (2009) who believe that leaders who empower their 
team members are able to garner support for their vision even from culturally 
diverse individuals. 
 
Mean =1.67 and standard deviation=0.77 indicated that respondents gave a 
favourable response to the statement that culturally diverse teams work best 
when led by a leader who consults them on team decisions. Meaning that, the 
majority of the respondents therefore prefer a leader that promotes openness. 
Rivera-Vazques et al. (2009) confirm that, to lead a culturally diverse team, 
leaders must be able to actively listen to their team members and allow them all 
to have a say in the decisions that affect them. 
 
A dominant leadership style is discouraging when leading a culturally diverse 
team, this highlighted by the mean = 2.32 and standard deviation = 1.25. This 
indicates that a dominant leadership style is not healthy for leading a culturally 
diverse team. Loden and Rosene (1991) agree with this finding. They argue that 
a dominant leadership style creates an atmosphere where culturally diverse 
employees feel unimportant and are not allowed to voice their opinions. Lee, et 
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al. (2011) also agrees, adding that a dominant leadership style tends to alienate 
one part of the team.  
 
The statement “creativity is not essential when leading a culturally diverse team” 
were neutral. This is represented by the mean of 3.30 and standard deviation of 
1.15. Judge and Piccolo (2004) agree that a leadership style that is devoid of or 
stifles creativity is not suitable for culturally diverse teams. This is because, they 
add, one of the key tenets of culturally diverse teams is creativity. 
 
Table 4.15: Mean and Standard Deviation (Current scenario on classical 
leadership) 
Statement Mean 
Standard 
Deviation 
My superior is very task-orientated, he/she places a 
strong emphasis on getting the task done 
1.90 0.85 
My superior ensure that work is usually completed 
on time 
1.97 0.79 
My superior closely monitors employees to ensure 
they are performing correctly 
2.23 1.00 
My superior makes fast and prompt decisions 
without involving others 
2.58 1.18 
My superior does not embrace cultural diversity in 
my team 
2.66 1.26 
My superior is bossy and controlling 3.22 1.28 
There is no two way communication between my 
superior and my team 
3.49 1.22 
Sample size =200 
Figure 4.6 indicates that the respondents consent to the statement that “there is 
no two way communication between my superior and my team”. The 
respondents find the statement unfavourable. The mean response to this 
response was 3.49 with a standard deviation of 0.93. The majority of the 
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employees indicate that, there is a two-way communication between the leader 
and employees.  
 
A mean response of 3.22 and standard deviation of 1.28, the respondents have 
indicated neutral responses when asked if their superior was bossy and 
controlling. This means that to an extent the leaders allow employees to do their 
job without being bossy of controlling. Northouse (2004) finds this to be 
important when leading culturally diverse teams. 
 
The respondents indicated favourable responses to their superior not 
embracing cultural diversity. The mean response to this statement was 2.66 
(standard deviation = 1.26). This shows that employees feel that their superiors 
neglect their cultures. This again, as aforementioned, is in contrast to the fact 
that these are superiors who possess an understanding of cultural diversity but 
do not use that understanding to actively take an interest in their employees’ 
cultures. 
 
The respondents indicated favourable responses to the statement that their 
leader makes quick decisions without involving others. The mean response to 
this question was 2.58 with a standard deviation of 1.18. This shows that when 
it comes to quick decision-making, the leadership does not involve employees. 
 
Table 4.16: Mean and Standard Deviation (Perception on transactional 
leadership) 
Statement Mean 
Standard 
Deviation 
To effectively manage a culturally diverse team, the 
superior needs to identify his or her subordinates’ 
needs  
2.04 0.91 
The superior has to deliver rewards as promised only 
when set goals are achieved 
 
2.00 0.80 
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Statement Mean 
Standard 
Deviation 
Rewards improve the performance of culturally 
diverse teams 
1.98 0.96 
Short term goals and objectives make for easier 
management of culturally diverse teams 
1.95 0.78 
Toeing the line at work is much more important than 
expressing my culture there 
2.05 0.90 
Culturally diverse teams work better with a clear and 
structured leadership system 
1.80 0.90 
Sample size =200 
 
Respondents were asked if culturally diverse teams work better with a clear and 
structured leadership system, respondents responded favourably. The mean 
=1.80 with a standard deviation of 0.90. Walumbwa and Lawler (2003) agree 
with the majority of respondents on this matter. They put forward that a clear 
and structured organisational system would be ideal for occasions where 
culturally diverse teams are faced with communication barriers, conflict, or 
language related confusion. In such situations, it would more well-situated to 
provide them with clear and well-structured systems.  
 
The statement “toeing the line is much more important than expressing my 
culture” had a mean response of 2.05 with a standard deviation of 0.9. This is 
because indicates that respondents responded to the statement favourably. 
This shows that the majority of respondents feel it is important for them to be 
able to express their culture in the workplace. This then makes it important to 
ensure that the leadership looks beyond making employees merely toe-the-line 
but also take an active interest in their cultures. 
The statement “rewards improve the performance of culturally diverse teams” 
had a mean response of 1.98 with standard deviation of 0.96. Respondents 
answered favourably to this statement. Ayman and Korabik (2010) agree with 
this finding citing that the idea of being rewarded for work is a universal concept 
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that crosses cultural boundaries. As such, it is expected that adequate and 
appropriate rewarding of employees will most likely improve their performance 
regardless of the cultural set-up 
 
Respondents responded favourably to the statement “to effectively manage a 
culturally diverse team, the superior needs to identify his or her subordinates’ 
needs”. This statement had a mean response of 2.04 (with a standard deviation 
of 0.91). Walumbwa and Lawler (2003) agree with the importance of identifying 
team members’ needs stating that diverse teams come with diverse needs.  
 
Table 4.17: Mean and Standard Deviation (Current scenario on 
transactional leadership) 
Statement Mean 
Standard 
Deviation 
Negative reinforcement/ feedback has a negative 
effect on my team 
1.81 0.88 
My superior explains to my team the organisational 
needs that will yield a promised reward if the needs 
are met 
2.07 0.75 
Sample size =200 
Respondents answered favourably when asked if their superior explains to 
them the organisational needs that will yield a promised reward if their needs 
are met. The mean response to this statement was 2.07 with a standard 
deviation of 0.72. This suggests that the management at VWSA does make an 
effort to explain goals and their corresponding rewards to employees. 
 
The statement “negative reinforcement/feedback has a negative effect on my 
team” had a mean response of 1.81 with a standard deviation of 2.07. It is fair to 
reason that the VWSA employees surveyed would rather have feedback 
packaged in a more positive manner. 
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Table 4.18: Mean and Standard Deviation (Perception on visionary 
leadership) 
Statement Mean 
Standard 
Deviation 
Culturally diverse teams are more likely to look past 
their cultural differences when involved in vision 
creating process 
2.26 1.03 
Visionary leaders are better placed to create a 
sense of solidarity within a culturally diverse group 
2.06 0.84 
In my team highly skilled and knowledgeable 
employees handle cultural diversity better than their 
less skilled and less knowledgeable colleagues 
2.24 0.97 
A leader who readily embraces change is able to 
lead a culturally diverse team 
2.04 0.88 
Creating a shared vision is difficult in a culturally 
diverse team 
2.68 1.29 
Sample size =200 
Respondents were also asked if they thought creating a shared vision was 
difficult in a culturally diverse team, The average response to this question was 
2.68 with a standard deviation of 1.29. Kilian, Hukai, and McCarty (2005) agree 
that the creation of a shared vision in a culturally diverse team can come with 
some difficulties. However, Leveson et al. (2009) believe visionary leaders are 
able to get their team members excited around a single shared vision of what 
the future could be regardless of their cultural differences. 
 
The mean response to the statement was 2.04 with a standard deviation of 
0.88. Respondents responded favourably when asked if they believed a leader 
who readily embraces change is able to lead a culturally diverse team. Like 
Somech (2006), most of the employees surveyed believe the ability to embrace 
change is important when managing culturally diverse team. 
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Respondents felt that highly skilled and knowledgeable employees in their 
teams handle cultural diversity better that their less skilled and less 
knowledgeable colleague (mean = 2.24 and standard deviation= 0.97. This is in 
line with Webb-Halpern’s (2003) aforementioned finding that higher education 
may increase tolerance on specific issues including cultural diversity. It is 
reasonable to assume that this would be the case with highly skill and 
knowledgeable team members. 
 
According to Buchanan and Huczynski (2004), culturally diverse teams are 
more likely to look past their differences when involved in the vision creating 
process. The average response to this statement was 2.26 with a standard 
deviation of 1.03. This suggests that there were indeed a fair few people who 
didn’t necessarily agree with this notion. It is possible thus that, even with being 
part of the vision-creating process, teams are still unable to look past their 
differences. 
 
Table 4.19: Mean and Standard Deviation (Current scenario on visionary 
leadership) 
Statement Mean 
Standard 
Deviation 
There is a clear and compelling vision in my team 2.07 0.82 
My superior inspires, challenges, guides and 
empowers me 
2.17 1.08 
In my organisation there is structured learning and 
innovation which leads to the development of strong 
relations in culturally diverse teams 
2.21 0.91 
A clear vision, mission, strategy is created and shared 
in my team 
2.21 0.88 
Sample size =200 
 
Respondents answered favourably to the statement “a clear vision, mission, 
strategy is created and shared in my team”. The mean response to this 
statement was 2.21 with a standard deviation of 0.88. The majority of those 
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surveyed agree with the statement however a rather sizeable proportion did not. 
This may be linked to the number of those individuals who felt they were not 
included in the decision making processes within the organisation. 
 
The statement “in my organisation there is structured learning and innovation 
which leads to the development of strong relations in culturally diverse teams” 
had favourable responses (mean= 2.21 and standard deviation= 0.91). Niebuhr 
(2010) agrees with the majority of those surveyed however the majority of 
authors such as Cox and Blake (1991), Kandola et al. (1995), Daft (1997), and 
Robinson and Dechant (1997) argue the converse i.e. that cultural diversity 
leads to innovation.  
 
Respondents responded favourably to the statement “My superior inspires, 
challenges, guides, and empowers me”. This statement had a mean response 
of 2.17 (with a standard deviation of 1.08) According to Maccoby and Conrad 
(2003); leaders who are able to inspire and empower their team members are 
more suitable to leading them past cultural differences. 
  
The statement “there is a clear and compelling vision in my team” had a mean 
response of 2.07 with a standard deviation of 0.82. Of those surveyed, Sashkin 
(2004) argues that a clear vision that’s understandable is a requirement for 
leading culturally diverse teams. That the majority of those surveyed believe 
there is a clear and compelling vision is good for those who are required to lead 
culturally diverse teams. 
 
Table 4.20: Mean and Standard Deviation (Perception on transformational 
leadership) 
Statement Mean 
Standard 
Deviation 
The acknowledgement of employees heterogeneous 
needs, values and belief systems is necessary to 
embrace cultural diversity 
 
 
1.92 0.88 
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Statement Mean 
Standard 
Deviation 
A leader's ability to see and treat individual 
employees as important assets is a necessity when 
managing cultural diversity 
1.96 0.90 
Culturally diverse teams require a leader with the 
ability to encourage employee's creativity when 
developing ideas or working through challenging 
obstacles in the organisations 
1.98 0.82 
Ethics are important when leading culturally diverse 
teams 
1.98 0.84 
Sample size =200 
 
Respondents answered favourably to the statement “ethics are important when 
leading culturally diverse teams”. The statement received a mean response of 
1.98 with a standard deviation of 0.84. Rowold (2008) argues that 
transformational leaders formulate their visions on the basis of commonly 
shared values which typically correspond to higher levels of ethics. Based on 
the majority of responses from VWSA employees, it stands to reason that 
transformational leadership would suit a culturally diverse team. 
 
Mean response of 1.98 and standard deviation of 0.82 represents favourable of 
the statement that culturally diverse teams require a leader with the ability to 
encourage employees’ creativity when developing ideas or working through 
challenging obstacles in the organisation. Sarros and Santora (2001) cite 
transformational leadership as the type of leadership best suited to encourage 
creativity even in culturally diverse teams. 
 
The statement “A leader’s ability to see and treat individual employees as 
important assets is a necessity when managing cultural diversity” received a 
mean response of 1.96 with a standard deviation of 0.9. Respondents 
responded favourably to this statement, with Sarros and Santora (2001) 
agreeing that individual consideration is key in a workplace with diverse 
individuals. This is also highlighted in the average of 1.92 and standard 
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deviation of 0.88, respondents agreed that the acknowledgement of employees’ 
heterogeneous needs, values, and belief systems is necessary to embrace 
cultural diversity.  
Table 4.21: Mean and Standard Deviation (Current scenario on 
transformational leadership) 
Statement Mean 
Standard 
Deviation 
My superior encourages creativity when 
developing ideas or working through challenging 
obstacles 
2.12 0.83 
My superior acknowledges my needs, values and 
belief systems 
2.14 0.90 
Openness and intellectual debate are conducive in 
my team 
2.22 0.97 
My superior displays conviction of ethical values, 
beliefs and shared purpose 
2.44 1.19 
 Sample size =200 
 
The average response to the statement “My superior displays conviction of 
ethical values, beliefs and shared purpose” was favoured by the respondents. 
This statement had a mean= 2.44 with a standard deviation= 1.19. 
Respondents answered favourably also to the statement “My superior 
acknowledges my needs, values, and belief systems”. The average response to 
the statement was 2.14 with a standard deviation of 0.90. 
 
The statement “Openness and intellectual debate are conducive in my team” 
was answered favourably by the average response to this statement was 2.22 
with a standard deviation of 0.97. Richard, Barnett, Dwyer, and Chadwick 
(2004) argue that debate is usually a part of culturally diverse teams because 
team members have differing viewpoints. This debate, if managed well, can be 
of a constructive nature, which is turn makes culturally diverse teams’ 
performances increase. 
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Mean response of 2.12 with a standard deviation of 0.83 indicates that the 
respondents are in favour of the superior encouraging creativity when 
developing ideas or working was answered favourably. As aforementioned, 
Sarros and Santora (2001) argue that leadership that encourages creativity is 
necessary for effectively managing culturally diverse teams. 
4.6 CONCLUSION 
In this chapter the empirical results of the study were analysed and presented. 
The following chapter will see the researcher draw conclusions and make 
recommendations for managing cultural diversity at VWSA. Furthermore, the 
researcher will put forward areas for possible further research.  
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CHAPTER FIVE 
CONCLUSION AND RECOMMENDATIONS  
5.1 INTRODUCTION 
The previous chapter served to present the data collected during the study and 
the subsequent analysis of that data. This chapter will see the researcher draw 
conclusions and provide guidelines for the management of cultural diversity at 
VWSA. Additionally, the researcher will detail the limitation of the study before 
putting forward possible opportunities for further research.  
5.2 PROBLEMS AND LIMITATIONS 
The absence of existing instruments to measure the study’s variables posed a 
problem and also a limitation. The absence of such an instrument meant a self-
constructed instrument was used. Whilst caution was taken to ensure the 
validity and reliability of the instrument, as with any new instrument, it was not 
as robust as it needed to be. As such, the resulting Cronbach’s alpha were 
lower than the desired threshold of α = 0.5. 
5.3 SUMMARY OF STUDY 
The aim of the study was to investigate Volkswagen South Africa’s (VWSA) 
need for a strategic leadership model that will allow the organisation to embrace 
and effectively manage the cultural diversity that exists at the company. The 
idea was to research existing literature and survey employees of VWSA so as 
to compose guidelines to minimise and near eliminate the various challenges 
faced by leadership and employees as a result of cultural diversity. 
 
Without an effective set of guidelines to efficiently manage cultural diversity, 
VWSA may see continued intergroup bias which may result in reduced 
interpersonal liking, low trust, and high levels of conflict. The researcher felt 
these could impair team goals, negatively impact team performance, and 
diminish the organisation’s overall competitiveness levels. As such, this study 
was conducted in an attempt to prevent this. To guide the study, the following 
problem statement was constructed: 
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H01 
H02 
H03 
H04 
To analyse the management of cultural diversity at VWSA and identify 
leadership guidelines to, both, enhance team performance and reduce the 
challenges faced by the organisation as a result of this cultural diversity. 
 
The primary objective of this study is to investigate leadership guidelines that 
can be adopted to enhance organisational competitiveness through embracing 
cultural diversity. To achieve this primary objective, the following secondary 
objectives were investigated: 
 
 To understand the nature and importance of cultural diversity;  
 To identify leadership styles currently used at VWSA; 
 To determine the challenges faced by leadership and employees which 
have been caused by cultural diversity; and 
 To identify the relationship between cultural diversity and four chosen 
leadership styles  
The research process was guided by the hypothesised model shown in Figure 
5.1 
 
Figure 5.1: Hypothesised model 
 
 
 
 
 
 
 
 
 
 
  
Visionary 
leadership 
Transactional 
leadership 
Cultural diversity 
Transactional 
leadership 
Classical 
leadership 
Source: Constructed by author 
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5.4 GUIDELINES FOR EFFECTIVELY LEADING CULTURAL DIVERSE 
TEAMS 
Guidelines that can be adapted to enhance organisational competitiveness 
through embracing cultural diversity are illustrated in Table 5.4. 
Table 5.1: Guidelines for effectively leading cultural diverse teams 
CULTURAL DIVERSITY AT WORK 
 Mutual understanding of cultures among colleagues enhances tolerance 
and job performance.  
 Unity needs to be embraced by an organisation to strengthen cultural 
diversity among employees.  
 An organisation with a culturally diverse workforce is more attractive to 
customers.  
 An organisation needs to offer culturally diversity education to be able to 
resolve conflicts through enhanced level of understanding in teams.  
 Employees need to embrace cultural diversity as it promotes mutual 
respect among colleagues in an organisation. 
 A superior in an organisation needs to understand cultural diversity. 
 The cultural diversity in my team improves team performance. 
 In an organisation culture it is essential for culture to be respected. 
 Cultural diversity can make it difficult for employees to reach an agreement 
on a particular course of action. 
CLASSICAL LEADERSHIP 
 A dominant leadership style is a hindrance in a culturally diverse team. 
 The leadership in an organisation need to consult with their cultural 
diverse teams when taking team decisions. 
 Employees have to be empowered when one is  leading a culturally 
diverse team 
 The superior has to place a strong emphasis on getting the task done 
 The superior needs to ensure that work is usually completed on time 
 The superior needs to show a level of trust when working with culturally 
diverse employees  
 The superior needs to embrace cultural diversity in an organisation. 
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TRANSACTIONAL LEADERSHIP 
 Organisational leaders need to identify employee’s needs to effectively 
manage a culturally diverse team.  
 The superior has to deliver rewards as promised only when set goals are 
achieved. 
 Rewards tend to improve the performance of culturally diverse teams. 
 Teams work better with a clear and structured leadership system. 
 An organisation has to set short term goals and objectives to make it 
easier to manage culturally diverse teams. 
 A clear and structured leadership system works better in a culturally 
diverse team. 
 Leaders need to explain the organisational needs that will yield a promised 
reward if the needs are met. 
VISIONARY LEADERSHIP 
 Visionary leaders are significant in an organisation as they create a sense 
of solidarity within a culturally diverse group. 
 Highly skilled and knowledgeable employees handle cultural diversity 
better than their less skilled and less knowledgeable colleagues. 
 Leadership needs to embrace change easily. 
 Organisational leaders need to understand that creating a shared vision is 
difficult in a culturally diverse team. 
 A vision is vital in a culturally diverse team.   
 The superior has to inspires, challenges, guides and empower employees. 
 Organisation has to instil a structured learning and innovation which leads 
to the development of strong relations in culturally diverse teams 
TRANSFORMATIONAL LEADERSHIP 
 The acknowledgement of employees heterogeneous needs, values and 
belief systems is necessary to embrace cultural diversity 
 A leader's ability to see and treat individual employees as important assets 
is a necessity when managing cultural diversity. 
 It is essential for leaders to have the ability to encourage employee's 
creativity when developing ideas or working through challenging obstacles 
in the organisations. 
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TRANSFORMATIONAL LEADERSHIP 
 Organisational ethics are important when leading culturally diverse 
teams. 
 Leadership needs to encourage creativity when developing ideas or 
working through challenging obstacles. 
 Leadership needs to acknowledge needs, values and belief systems of 
culturally diverse teams. 
 Openness and intellectual debate are conducive when leading culturally 
diverse team. 
 It is vital for leaders to displays conviction of ethical values, beliefs and 
shared purpose. 
 Openness is vital when leading a cultural diverse team 
5.5  CONCLUSION 
On the surface, the analysis of the data revealed that the most suitable 
leadership styles to effectively manage cultural diversity at VWSA were 
transformational leadership and transactional leadership.  
 
The study showed that transformational leadership (considered with age and 
qualification) exerts a significant positive influence on cultural diversity. 
Transformational leadership’s strongest characteristic is its ability to transform 
cultural differences among team members. This characteristic allows a leader to 
transform team member from being liabilities as a result of their cultural 
differences to instead being assets. 
 
Likewise the study showed that transactional leadership (considered with length 
of employment) exerts a significant positive influence on cultural diversity. 
Transactional leadership’s strongest characteristic is also it central tenet – 
rewards. Managed effective, rewards can be used to improve the performance 
of teams beyond an obstacles presented by cultural diversity. 
 
That said, a deeper look at the study’s statistics demonstrated that all 
leadership styles have their pros and cons. What works sometimes may not 
work other times, especially when managing diverse groups. As such, it would 
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not be advisable to totally discard the Visionary and/or Classical leadership 
styles. 
 
It is fair then to conclude that different situations will call for different leadership 
approaches. This is demonstrated in Sections 5.4.1 and 5.4.2. 
 
- Example 1 
One of the key findings of the study was the need for members of culturally 
diverse groups to be treated as individuals. The statement “the 
acknowledgement of employee’s heterogeneous needs, values, and belief 
systems is necessary to embrace cultural diversity” had a mean response of 
1.92 with a standard deviation of 0.88. It is evident from this finding that leaders 
would be best advised to consider their team members as individuals. 
 
Given this need for individualised consideration, Sarros and Santora (2001) 
would prescribe transformational leadership as the appropriate approach for 
managing a culturally diverse team. This is because, as discussed in Section 
2.9.6, transformational leaders are focused on individually getting the best out 
of their employees. 
 
They tend to spend more time with their team members than other types of 
leaders. During this time, they are able to discuss with the employee ways to 
make their jobs better and also to talk about their career progression. Somech 
(2006) adds that this individualised approach creates a strong relationship 
between the leader and follower which subsequently leads to a reduction in 
employee turnover and consequently reduced customer turnover.  
 
However, in Section 2.6.5, Kiazad, et al. (2010) argue that, sometimes, there 
exists a need for decisions to be made quickly. In times like this, individualised 
consideration is not possible. They would instead prescribe a classical 
leadership approach. This is because classical (or authoritarian) leaders are 
typically the designated chief decision maker with the sole mandate to organise 
and direct the employees. All decisions are made at the top level and 
communicated down. The classical leadership approach would thus be 
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beneficial in instances when decisions need to be made quickly by a leader, 
without having to consult with a large group of people for their individualised 
input. 
 
- Example 2 
Another key finding of the study was the use of reward systems to influence and 
encourage performances of culturally diverse teams. For instance, the 
statement “Rewards improve the performance of culturally diverse teams” had a 
mean response of 1.98 with a standard deviation of 0.96. 
 
Given the improved performance that rewards supposedly elicit in culturally 
diverse teams, Judge and Piccolo (2004) would prescribe the transactional 
leadership approach. This is because transactional leadership is all about team 
members being rewarded for their efforts and conformity in completing the tasks 
required of them. They also know if they follow orders and complete the set 
objectives, they are rewarded with something of value to them.  
 
However, rewards alone are never a long-term solution to the issue of 
employee motivation. As discussed in Section 2.8.5, rewards and reprimand are 
not sufficient to motivate the deeper levels of employee development and 
thought (Jung and Avolio, 2000). If, as happens to most leaders at one time or 
another, you are faced with such a situation where rewards aren’t enough, 
Buchanan and Huczynski (2004) prescribe visionary leadership.  
 
This is because visionary leaders are able to create a positive and inspirational 
vision of the future and convey that vision in an engaging manner that attracts 
committed team members. A visionary leader recognises the need for meaning, 
purpose in followers, and uses that need to inspire them to achieve more and 
build better futures. Team members feel motivated by the vision and often feel a 
sense of solidarity within the group because of the common cause. 
 
By making use of two basic examples above, the researcher has demonstrated 
the need to pick the appropriate leadership style depending on the situation 
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faced by the leader. It is futile for a leader to be faced with a diverse group of 
people and yet opt to deploy a one-size-fits-all leadership approach.  
 
The researcher thus concludes that no one leadership style would be ideal for 
leading culturally diverse teams at VWSA. Whilst Transformational and 
Transactional leadership styles would be a solid foundation on which to build, 
the most appropriate leadership style will be a hybrid of all leadership styles; a 
leadership approach that works as a sort of “best practices” of various 
leadership styles.  
 
With this in mind, the researcher will conclude the study by using the 
information garnered through both the literature and empirical analyses to 
suggest some recommendations that will enhance team performance and 
reduce the challenges faced by VWSA as a result of this cultural diversity. 
5.6 RECOMMENDATIONS 
The following are some recommendations suggested by the researcher to 
enhance team performance and reduce the challenges faced by VWSA as a 
result of cultural diversity. 
 It was noted during the study that team building events are rare at 
VWSA. Management should thus take steps to organise more team 
building events with team members from different backgrounds. These 
team building sessions should encourage people to interact with each 
other regarding diversity. It may seem uncomfortable in the beginning but 
learning each other’s backgrounds will assist with respect and team work 
within culturally diverse teams.  
 Respondents generally felt there wasn’t enough education on cultural 
diversity in the workplace. The study shows that the more one is 
educated on cultural diversity, the more they are able to understand and 
accommodate diverse colleagues. The organisation must take measures 
to educate employees of cultural diversity, and its benefits and potential. 
 Another concern that was highlighted by the respondents was the lack of 
empowerment of employees from certain backgrounds. Respondents felt 
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that VWSA needed to empower more people of colour and promote them 
to higher positions. At the moment, more than 90 percent of 
management is white whilst almost 90 percent of subordinates are not. 
This may be one key reason why it is challenging to improve cultural 
diversity.  
 
 A further finding of the study was that, whilst the management personnel 
at the organisation have an understanding of cultural diversity, they do 
not use that understanding to actively take an interest in their employees’ 
cultures. VWSA leadership/management must make an active effort to 
take an interest in others cultures to better understand their team 
members. The researcher recommends that VWSA leadership attends 
executive training on managing cultural diversity. 
 Another concern for respondents was the feedback system. They felt that 
the leadership was not acting on the feedback being provided but was 
instead reacting angrily to negative feedback. It is recommended that all 
feedback is considered and acted upon. If the leadership don’t 
understand the importance of feedback regarding cultural issues, they 
must take steps to learn. 
 Another suggestion would be to encourage socialising outside of the 
workplace. For example, employees could attend a family function of 
someone from a different culture e.g. a traditional wedding. This would 
allow team members to see and experience how other cultures do things 
and, hopefully, learn to respect those differences. 
 An additional recommendation is for VWSA to introduce a “Cultural 
Awareness Day” within the plant; days when employees can wear 
culturally pertinent apparel and show their heritage to others. This will not 
be a “Fun Day” per se, but one of cultural awareness of the diverse 
individuals at the organisation. 
 One way the government encourages organisations to employ and 
promote individuals from previously disadvantaged cultures is to reward 
organisations for doing so. Other firms have begun doing something 
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similar to encourage cultural integration by rewarding employees for 
being culturally aware. VWSA can follow a similar method however the 
researcher does not encourage such reward systems. Instead, 
employees must see that cultural diversity is a reward in itself. It has vast 
benefits for employees in and out of work, on a professional and a 
personal level. 
 Another suggestion would be the recognition and celebration of other 
cultures’ holidays. This can be done by sending out well wishes, 
introducing certain meals relevant to that holiday in the cafeteria, or 
decorating the plant accordingly. 
 It is also recommended that cultural rites and ceremonies are respected. 
If an employee has to attend a cultural ceremony or ritual, management 
must take steps to find out what the ceremony is about, why it’s 
important, and how they can help the employee fit the ceremony into 
their work schedule. 
 Sometimes simple acts like sitting in homogenous groups may seem 
harmless but they are not a good foundation for embracing cultural 
diversity. Managers must lead by example by, say, deliberately sitting 
with employees of different cultures. Hopefully that will inspire others to 
do so. What better way to learn about other cultures than over lunch at 
the cafeteria. 
 VWSA needs to create a robust and thorough strategic framework that 
takes into account how to attract and retain culturally diverse employees 
and one that is anchored in a culture of inclusion. 
 Management must be exposed to training and development that serves 
to enhance their understanding of the inherent differences their 
employees represent. This type of training will allow them to examine the 
principles of culture that have shaped their perspectives on culturally 
diverse teams  
 Cultural diversity goals must be built into annual objectives and the 
resulting progress (or lack of) must be measured accordingly.  
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 Another recommendation is to have diversity results linked to rewards 
and recognition  
 Consistent process for promptly addressing intolerance and inequities 
must be established. 
5.7 OPPORTUNITIES FOR FURTHER RESEARCH 
 The implications workplace cultural integration has on employee morale 
 Should cultural diversity be defined mainly in racial terms rather than 
other cultural elements based on wealth and recreational choices? 
 Does the celebration of cultural identity achieve harmony between 
cultures or does it instead give people another reason to be isolated from 
other groups? 
 The influence of workplace cultural diversity on employee cognitive 
processes  
 Can bilingualism be a tool to promote cultural diversity in the workplace? 
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ANNEXURE A – COVER LETTER 
 Dear Respondent  
I am studying towards my MBA (Masters in Business Administration) degree at 
the Nelson Mandela Metropolitan University Business School.  I am conducting 
research on determining guidelines for effectively leading culturally diverse 
teams at Volkswagen Group South Africa (VWSA). I believe that my study will 
make an important contribution to the improvement of leading culturally diverse 
teams at VWSA and any other organisation in South Africa. 
You are part of our selected sample of respondents whose views we seek on 
the above-mentioned matter.  We would therefore appreciate it if you could 
answer a few questions. Thank you in advance for your co-operation. 
Please note that the term ‘Superior’ refers to the person you are reporting to 
(If you are working on the line your immediate superior is your team leader). 
There are no correct or incorrect answers. Please answer the questions as 
accurately as possible. For each statement, tick the number which best 
describes your experience or perception.  For example, if you strongly agree 
with the statement, tick the number 1.  If you strongly disagree with the 
statement, tick the number 5.  Tick only one answer for each statement and 
answer all questions please.   
Please note also that your participation in this study is entirely voluntary 
and that you have the right to withdraw from the study at any stage. 
Thank you very much.  
Mrs Martha Nkholise 
To verify the authenticity of the study, please contact Mr Roger Muller at (041) 
504 3862 and roger.muller@nmmu.ac.za.  
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ANNEXURE B – QUESTIONNAIRE 
SECTION A 
DEMOGRAPHICS 
A1: What is your gender?  
Male Female 
 
A2: In which bracket does your age fall?  
Below 20 20-29 30-39 40-49 50-59 
60 years and 
above 
 
A3: Indicate your cultural classification 
English Afrikaner Xhosa Zulu Sotho Venda 
If other please specify: 
 
A4: Highest level of qualification  
Matric (Grade 
12) 
Diploma (3 year 
study) 
Degree 
Post graduate 
degree 
If other please specify: 
 
A5: How long (years) have you worked at VWSA?  
0-4 5-9 10-19 20 or more 
 
A7:  Which department do you work in? 
Maintenance Process Production Quality Other 
 
A6: Which of the following best describes your position at VWSA?  
Hourly-Paid  
Salaried Staff  
Team Leader  
Specialist  
Supervisor  
Manager  
Other  
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SECTION B 
CULTURAL DIVERSITY 
 
Please indicate the extent to which you agree/disagree with the following 
statements. 
 
 
CULTURAL DIVERSITY AT WORK 
S
tr
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e
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n
g
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 d
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a
g
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1. My culture is respected at my workplace 1 2 3 4 5 
2.  My superior understands cultural diversity 1 2 3 4 5 
3.  The diverse cultures in my team improve our 
performance 
1 2 3 4 5 
4.  There is a cultural split in my team 1 2 3 4 5 
5.  My superior takes an active interest in my 
culture 
1 2 3 4 5 
6.  Understanding colleagues’ cultures makes me 
better at my job 
1 2 3 4 5 
7.  I believe that cooperation can be strengthened  
through embracing cultural diversity in my 
team 
1 2 3 4 5 
8.  Cultural diversity promotes mutual respect 
among employees in my organisation 
1 2 3 4 5 
9.  Cultural diversity education would make it 
easier to resolve conflicts in my team 
1 2 3 4 5 
10. A culturally diverse workforce makes the 
organisation more appealing to customers 
1 2 3 4 5 
11. The cultural diversity in my team improves 
team  performance 
1 2 3 4 5 
12. Cultural diversity makes it difficult to reach an   
agreement on a particular course of action 
1 2 3 4 5 
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SECTION C 
LEADERSHIP STRATEGIES TO EFFECTIVELY LEAD CULTURAL 
DIVERSITY 
 
Please indicate the extent to which you agree/disagree with the following 
statements. 
 
 
CLASSICAL LEADERSHIP 
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1. My superior is very task-orientated, he/she 
places a strong emphasis on getting the task 
done 
1 2 3 4 5 
2. Creativity is not essential when leading a 
culturally diverse team  
1 2 3 4 5 
3. My superior does not embrace cultural diversity 
in       my team 
1 2 3 4 5 
4. There is no two way communication between 
my superior and my team 
1 2 3 4 5 
5. My superior is bossy and controlling 1 2 3 4 5 
6. A dominant leadership style is discouraging for 
a culturally diverse team 
1 2 3 4 5 
7. Culturally diverse teams work best when led by 
a leader who consults them on team decisions 
1 2 3 4 5 
8. My superior closely monitors employees to 
ensure they are performing correctly. 
1 2 3 4 5 
9. My superior ensure that work is usually 
completed on time 
1 2 3 4 5 
10. My superior makes fast and prompt decisions 
without involving others 
1 2 3 4 5 
11. Employee empowerment is essential when 
leading a culturally diverse team 
1 2 3 4 5 
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SECTION D 
LEADERSHIP STRATEGIES TO EFFECTIVELY MANAGE LEAD DIVERSITY 
 
Please indicate the extent to which you agree/disagree with the following 
statements. 
 
 
 
TRANSACTIONAL LEADERSHIP 
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1. To effectively manage a culturally diverse 
team, the superior needs to identify his or her 
subordinates’ needs  
1 2 3 4 5 
2. The superior has to deliver rewards as 
promised only when set goals are  achieved 
1 2 3 4 5 
3. Rewards improve the performance of culturally 
diverse teams 
1 2 3 4 5 
4. Negative reinforcement/feedback has a 
negative effect on my team 
1 2 3 4 5 
5. My superior explains to my team the 
organisational needs that will yield a promised 
reward if the needs are met 
1 2 3 4 5 
6. My team work better with a clear and 
structured leadership system 
1 2 3 4 5 
7. Short term goals and objectives make for 
easier management of culturally diverse teams 
1 2 3 4 5 
8. Toeing the line at work is much more important 
than expressing my culture there 
1 2 3 4 5 
9. Culturally diverse teams work better with a 
clear and structured leadership system 
1 2 3 4 5 
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SECTION E 
LEADERSHIP STRATEGIES TO EFFECTIVELY LEAD CULTURAL 
DIVERSITY 
 
Please indicate the extent to which you agree/disagree with the following 
statements. 
 
 
 
VISIONARY LEADERSHIP 
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1. There is a clear and compelling vision in my 
team 
1 2 3 4 5 
2. My superior inspires, challenges, guides, and 
empowers me 
1 2 3 4 5 
3. A clear vision, mission, strategy is created and 
shared in my team 
1 2 3 4 5 
4. Culturally diverse teams are more likely to look 
past their  cultural differences when involved in 
vision creating process 
1 2 3 4 5 
5. In my organisation there is structured learning 
and innovation which leads to the development 
of strong relations in culturally diverse teams  
1 2 3 4 5 
6. Visionary leaders are better placed to create a 
sense of solidarity within a culturally diverse 
group 
1 2 3 4 5 
7. In my team highly skilled and knowledgeable 
employees handle cultural diversity better than 
their less skilled and less knowledgeable 
colleagues 
1 2 3 4 5 
8. A leader who readily embraces change  is able 
to lead a culturally diverse team  
1 2 3 4 5 
9. Creating a shared vision is difficult in a 
culturally diverse team 
1 2 3 4 5 
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SECTION F 
LEADERSHIP STRATEGIES TO EFFECTIVELY LEAD CULTURAL 
DIVERSITY 
 
Please indicate the extent to which you agree/disagree with the following 
statements. 
 
 
 
TRANSFORMATIONAL LEADERSHIP 
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1. My superior displays conviction of ethical 
values, beliefs and shared purpose 
1 2 3 4 5 
2. A leader’s ability to see and treat individual         
employees as important assets is a necessity 
when managing cultural diversity 
1 2 3 4 5 
3. Ethics are important in when leading culturally 
diverse  team 
1 2 3 4 5 
4. My superior acknowledges my needs, values, 
and belief systems 
1 2 3 4 5 
5. Openness and intellectual debate are conducive 
in my team 
1 2 3 4 5 
6. My superior encourages creativity when 
developing ideas or working through challenging 
obstacles 
1 2 3 4 5 
7. Culturally diverse teams require a leader with 
the ability to encourage employees’ creativity 
when developing ideas or working through 
challenging obstacles in the organisations 
1 2 3 4 5 
8. The acknowledgement of employees’ 
heterogeneous needs, values and belief 
systems is necessary to embrace cultural 
diversity 
1 2 3 4 5 
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SECTION G 
LEADERSHIP STRATEGIES TO EFFECTIVELY MANAGE CULTURAL 
DIVERSITY 
 
What suggestions do you have for the improvement of Cultural Diversity at 
VWSA? 
 
 
Thank you for your co-operation in completing this questionnaire 
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ANNEXURE C – FORM E 
 
 ETHICS CLEARANCE FOR TREATISES/DISSERTATIONS/THESES  
Please type or complete in black ink  
FACULTY:      BUSINESS AND ECONOMIC SCIENCES                                   . 
SCHOOL/DEPARTMENT:    GRADUATE SCHOOL OF BUSINESS                 . 
I, (surname and initials of supervisor)          R. Muller                                          .          
the supervisor for (surname and initials of candidate)           M. Nkholise            .  
 .                                             (20305212)                                                       .  
a candidate for the degree of          Magister in Business Administration              . 
with a treatise/dissertation/thesis entitled (full title of treatise/dissertation/thesis):  
Determining guidelines for effectively leading culturally diverse teams at                               
diverse teams at Volkswagen South Africa                                                           . 
considered the following ethics criteria (please tick the appropriate block): 
 YES NO 
1. Is there any risk of harm, embarrassment of offence, 
however slight or temporary, to the participant, third parties 
or to the communities at large?  
 
√ 
2. Is the study based on a research population defined as 
‘vulnerable’ in terms of age, physical characteristics and/or 
disease status? 
 
√ 
2.1 Are subjects/participants/respondents of your study:  √ 
(a) Children under the age of 18?  √ 
(b) NMMU staff?  √ 
(c) NMMU students?  √ 
(d) The elderly/persons over the age of 60?  √ 
(e) A sample from an institution (e.g. hospital/school)?  √ 
(f) Handicapped (e.g. mentally or physically)?  √ 
(g) Socially/economically disadvantaged?  √ 
FORM E 
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3. Does the data that will be collected require consent of an 
institutional authority for this study? (An institutional 
authority refers to an organisation that is established by 
government to protect vulnerable people)   
 
√ 
3.1 Are you intending to access participant data from an 
existing, stored repository (e.g. school, institutional or 
university records)? 
 
√ 
4. Will the participant’s privacy, anonymity and confidentiality 
be disclosed/revealed?  
 √ 
4.1 Are you administering a questionnaire/survey that:  √ 
(a) Collects sensitive/identifiable data from participants?  √ 
(b) Does not guarantee the anonymity of the participant?  √ 
(c) Does not guarantee the confidentiality of the participant and 
the data? 
 √ 
(d) Will be distributed electronically (e.g. online via email/web 
link)? 
 √ 
Please note that if ANY of the questions above have been answered in the 
affirmative (YES) the student will need to complete the full ethics clearance form 
(REC-H application) and submit it with the relevant documentation to the 
Faculty Ethics Co-ordinator. 
and hereby certify that the student has given his/her research ethical 
consideration and full ethics approval is not required.  
     
_____________________________          ____________________________                
SUPERVISOR(S)       DATE 
 
_____________________________            ____________________________ 
HEAD OF DEPARTMENT      DATE 
 
___________________________             ____________________________ 
STUDENT(S)        DATE 
Please ensure that the research methodology section from the proposal is 
attached to this form. 
